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PROJECT  DIRECTIVE  - ARMY  CLUB  MANAGEMENT  STUDY  1977 
(Memorandum,  DAAG,  28  Mar  77,  Army  Club  Management  Study) 


DAAG-CMO 


DEPARTMENT  OF  THE  ARMY 

OFriCL  OF  THE  ACJJUTANT  GENERAL  AND  THE  ADJUTANT  GENERAL  CENTER 
WASHINGTON.  D.C.  20314 


2 8 KAR  1977 


MEMORANDUM  FOR:  DIRECTOR,  CLUB  MANAGEMENT  DIRECTORATE 
SUBJECT:  Army  Club  Management  Study 


1.  Reference:  TAGO  Regulation  1-53,  1 Nov  73. 

2:  Purpose: 

a.  Evaluate  the  operational  effectiveness  of  the  Club  Management 
Directorate  (CMD),  TAGCLN  since  Vice  Chief  of  Staff,  Army  (VCSA)  approval 
of  recommendations  of  the  Club  Management  Study  '75,  9 Jul  75. 

b.  Reassess  the  feasibility  of  establishing  a club  command  system  as 
directed  by  VCSA  decision,  9 Jul  75. 

3.  Terms  of  Reference: 


a.  Problem.  Determine  if  CMD,  TAGCEN,  the  current  management  structure 
for  DA  staff  and  technical  supervision  of  officer  and  enlisted  clubs  Army  wide 
is  effective  and  adequate. 


b.  Determine  if  conditions  and  the  environment  of  today  as  compared 
to  those  that  existed  in  Jul  75  are  conducive  to  the  establishment  of  a 
club  command  system  (stove  pipe)  for  the  supervision,  operation,  and  control 
of  Army  clubs. 

b.  Background: 

(1)  The  Army  contracted  with  Eooz-Allen  and  Hamilton  (BAT),  a management 
consultant  fir...  in  1971  to  study  nunappropriated  1‘unus  (A A)  ) , including  clue:;, 
for  a determination  c>f  the  best  NAl:/club  management  structure. 


(2)  PAII  recommendations  for  a separate  club  conmand  (concept)  was 
tested  against  the  classical  command  channel  concept.  Approval  of  rccomrrcnda 
tiers  resultant  from  that  test  led  to  the  establishment  of  the  US  Army  Club 
Management  Age  ncy  (liSA.Gr.A-) . 
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(3)  Congressional  denial  of  appropriated  fund  support  in  1973  for 
civilian  pay  and  associated  costs  led  to  the  disestablishment  of  USACMA 
and  the  establishment  of  the  Club  Management  Directorate  (CMD) , TAGCLN. 

An  assessment  program  was  then  initiated  to  tax  installation  club  systems  and 
the  USAREUR  Class  VI  Agency  on  alcoholic  beverage  sales  to  fund  CMD  personnel 
and  associated  operating  costs. 

(4)  The  Army  Club  Management  Study  '75,  was  conducted  to  verify  the 
validity  of  the  CUD  management  structure  for  Army  clubs.  Implementation  cf 
Vice  Chief  of  Staff,  Army  approval  of  study  recommendations,  9 Jul  75,  lias 
resulted  in  the  current  CMD  organization. 

(5)  Office  of  Management  and  Budget  (OMB),  Department  of  Defense  (Df!P) , 
Study  of  Appropriated  Fund  Support  for  Nonappropriated  Fund  Morale,  Welfare 
and  Recreational  Activities  is  in  progress.  Some  changes  in  criteria 

for  authorizing  appropriated  fund  (APF)  support  for  clubs  and  other  nonappro- 
priated fund  instrumentalities  (NAFI's)  are  being  considered. 

(6)  General  Accounting  Office  (CAO)  is  also  studying  ArF  support  to  clubs 
and  other  NAFI's.  As  a separate  study,  GAO  is  verifying  the  accuracy  of 
reported  APF  support  for  clubs  and  other  NAFI's  in  DODI  7000.12  reports  and 
DOD  Demographic  Survey  Reports. 

(7)  Army  efforts  to  establish  a 16  division  force  will  continue  to 
curtail  Army-wide  TDA  manpower  spaces  for  redistribution  to  divisional  'ICE's. 

(8)  All  programs  of  the  Army  budget  are  competing  for  sufficient  priority 
for  financing. 

(9)  History  of  Army  clubs  shows  that  clubs  have  adjusted  to  dramatic 
financial  setbacks.  Army  clubs  in  Europe  sustained  the  impact  of  the  loss 
of  income  from  slot  machines  in  73  and  many  returned  to  profitable  operations 
within  a 6-month  period.  Subsequently;  however,  club  capital  improvements 
have  not  been  made  and  clubs  in  Europe  arc  in  need  of  renovation,  moderni- 
zation and  replacement  of  facilities,  furniture,  furnishings,  and  equipment. 

(10)  The  Army  Audit  Agency  Advisory  Report  on  clubs  fixes  somewhat 
the  prevailing  deficiencies  in  the  operation  of  Army  clubs  and  identifies 
positive  actions  taken  by  CMD,  TAGCLN  and  commanders  for  club  improvement. 
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c.  Objectives. 

(1)  Evaluate  the  effectiveness  of  the  current  management  structure  fer 
Army  clubs. 

(2)  Define  and  develop  the  organization,  functions,  staffing,  and  cost 
of  a separate  club  command. 

(3)  Identify  problem  areas. 

(•5)  Determine  the  ability  of  the  current  management  structure  and 
the  club  command  structure  to  solve  these  problems. 

(5)  Develop  a phased  plan  for  implementation  of  study  recommcr.dat  ions . 

(6)  Define  staff  and  line  relationships  for  the  club  command  structure. 

(7)  Determine  if  the  existing  CUD  staff  is  a viable  nucleus  from  which  an 
Army  club  command  structure  could  be  staffed. 

(8)  Determine  the  ability  of  the  Army  club  system  to  finance  a club 
command  structure. 

(9)  Determine  the  viability  of  continuance  of  installation  centralized 
services  for  clubs  (i.c. , accounting,  personnel  administration  and  procure- 
ment) under  either  CMD  or  Army  club  command  structure. 

(10)  Determine  if  transfer  of  the  club  management  mission  to  Army  and 
Air  Force  Exchange  Service  (AAFES)  is  a viable  alternative. 

(11)  Determine  if  under  a club  command  structure  clubs  would  continue 
to  be  a membership  type  NAFI. 

(12)  Identify  and  determine  the  system,  policy  and  procedures  for 
operation  of  clubs  under  a club  coirjnand  structure. 

(13)  Determine  if  it  should  be  the  role  of  the  club  command  structure 
to  also  provide  technical  training  and  management  advice  and  assistance  to 
food  and  alcoholic  beverage  activities  other  than  clubs  (e.g.,  guest  houses 
(transient  billets)  and  rod  and  gun  clubs). 

(14)  Determine  the  cunent  level  of  AFF  support  provided  clubs. 

(15)  Determine  the  probability  cf  discontinuance  or  curtailment  of 
APT  club  support . 
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(lb)  Determine  the  probable  point  in  time  when  AFF  support  for  clubs 
would  be  discontinued  or  curtailed. 

(17)  Determine  the  impact  of  withdrawal  or  curtailment  of  APF  club 
support . 

(18)  Categorize  clubs  based  on  their  capability  to  sustain  significant 
curtaili:  cut  or  withdrawal  of  Al  l support. 

(18)  Determine  by  degree  of  curtailment  of  APF  club  support  offsetting 
adjustments  that  would  be  necessary  ar.d  the  scope  and  nature  of  such  adjustmci  ;s  . 

(20)  Determine  the  availability  of  alternative  staffing  vice  /FF 
paid  military  and  civilian  personnel  . 

(21)  Determine  the  legality  and  likelihood  of  continued  use  of  AFF  paid 
military  and  civilian  personnel  either  gratis  or  on  a reimbursable  i2sis  ouri; 
transition  to  an  alternate  organizational  structure  should  APF  support  be 
withdrawn  or  significantly  curtailed. 

(22)  Identify  restraints  on  the  administration,  operation  and 
surveillance  of  clubs  that  are  not  cost  effective  (e.g..  Congressional, 

DOD,  DA) . 


(23)  Determine  the  accuracy  of  APF  and  NAF  data  base  to  be  used  in  this, 
study  effort. 

d.  Limits. 


(1)  Those  determinations  made  in  BAI!  and  Army  Club  Management  Study  '75 
that  are  still  \2lid  in  the  current  environment. 


(2)  Though  the  use  of  contractual  services  for  management  or  operation 
of  clubs  is  feasible,  it  will  not  be  considered  as  a function  of  litis  study 
as  initially,  it  would  only  provide  a partial  solution  to  this  requirement 
and  will  tale  considerahl e time  to  study.  Therefore,  its  applicf.M lity  t ill 
be  determined  as  a separate  study  effort. 


e.  Scope. 

(1)  Eooz-Aller.  and  Hamilton  Study  of  ^unappropriated  Funds  and  Clubs 

(2)  Reorganization  of  Open  Hess  Program  (ROMP)  I and  II  tests  ar.d 
approved  test  recommendations . 
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(3)  OMB/ DOD  Stud)’  Group  findings  and  recommendations. 

(4)  Status/ results  of  GAO  study  of  APT  support  for  NAPI's. 

(5)  Army- wide  club  operations. 

(6)  TAG  Army  Club  Management  Study  - '75. 

(7)  TAC.  Class  VI  Profit  Distribution  Study  - '76. 

(8)  TAG  Morale  Support  Activity  Study  - '76. 

(P)  DODI  7000.12  Report  - FY  76. 

(10)  DOD  Demographic  Survey  - '76. 

(11)  MILFFKCEN  personnel  reports  and  surveys. 

(12)  Included  in  this  project  will  be  an  analysis  of: 

(a)  Organisation, functions,  staffing  and  cost  of  a separate  club 
command  organi rat  ion . 

(b)  Cost  avoidance  programs. 

(c)  Installation  centralized  support  services  (central  accounting, 
purchasing,  contracting  and  civilian  personnel  administration) . 

(d)  Administrative  and  statutory  requirements  impacting  on  the  cost  of 
doing  business  for  the  Army  club  system. 

(e)  Competing  installation  food  and  beverage  activities. 

f.  Time  Franc.  Implementation  plan  will  be  prescribed  ir.  study 
recommendations . 

g.  Assumptions. 

(1)  Tunning.  Elements  of  expense  ard  MPA  for  APF  support  for  clubs 
will  be  discontinued  or  significantly  curtailed  not  earlier  than  the 
beginning  of  FY  78. 

(2)  Impact.  Reduction  in  APF  support  for  clubs  will  be  sufficient  to 
require  significant  offsetting  actions. 
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(3)  Military  Strength.  Military  populations  at  individual  installation1 
serviced  by  Array  clubs  will  generally  remain  constant  in  number. 

(4)  Need.  Military  communities  need  for  food  and  beverage,  entertain- 
ment, social  and  recreational  programs  from  the  installation  v. i 1 1 continue. 

(5)  Military  Market.  The  availabil.it)'  cf  substantial  off-duty  time  for 
military  personnel  i 1 1 continue.  Disposable  income  of  military  personnel 
will  not  fluctuate  dramatically. 

(G)  Visibility.  Current  level  of  visibility  of  clubs  will  be  continued 
or  even  increased  by  DA,  DOD,  and  Congress. 

(7)  Universal  Impact.  All  installation  morale  support  activities  will 
be  affected  by  discontinuance  or  significant  curtailment  of  APF  support. 

(8)  Class  VI  Profits.  Package  Beverage  Stores  will  continue  to  be 
operated  on  Array  installations  and  clubs  will  continue  at  this  time  to 
receive  current  level  of  funding  from  package  beverage  store  profits 
generated  by  Army  clubs.  However,  such  funding  may  decrease  in  FY  7S  to 
provide  funding  for  installation  morale  support  activities  (MSA). 

(9)  Influence.  Administrative  and  statutory  policies  will  continue  to 
increase  the  cost  of  doing  business  for  clubs. 

(10)  HQDA  Supervisory  Club  Staffing.  Military  TDA  manpower  authorisa- 
tions of  CMD  will  he  reduced  in  FY  78/79. 

(11)  Civilian  Staff  of  CMD.  CMD  civilian  employees  will  continue  to 
be  paid  from  NAP's. 

(12)  Club  Loan  Program.  The  club  loan  program  of  the  Array  Club  Fund 
(ACF)  will  be  continued  under  any  management  structure. 

(13)  Assessment  Program.  Clubs  will  continue  to  finance  DA  club  staff 
and  technical  training  anc:  management  assistance  efforts. 

(14)  Offset  for  Reduction  of  APF  Support.  Any  significant  reduction  of 
APF  support  for  clubs  will  require  offsetting  actions  that  will  impact 
dramatically  on  club  operations. 

h.  Essential  Elements  of  Analysis. 

/ 

(1)  Effectiveness  of  t lie  current  management  structure  for  Army  clubs. 
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(2)  Ability  of  the  management  structure  to  cope  with  current  unsolved 
probl ems . 

(3)  Practicability  of  implementation  of  study  recommendations  in  a 
reasonable  period  of  time. 

(4)  Relationship  of  staff  to  line  for  separate  club  command  structure. 

(5)  Viability  of  CMP  staff  to  serve  as  a nucleus  from  v.hich  Army  club 
command  could  be  staffed. 

(6)  Ability  of  the  Army  club  system  to  finance  an  Army  club  command. 

(7)  Viability  of  continuance  of  installation  centralized  services  for 
clubs  (i.e.,  accounting,  personnel  administration  and  procurement). 

(8)  Viability  of  transfer  of  club  mission  to  AAFES. 

(9)  Viability  of  continuance  of  clubs  as  membership  organizations. 

(10)  Adequacy  of  club  operational  management  system. 

(11)  Practicability  of  either  club  management  structure  to  provide 
technical  training  and  management  guidance  and  assistance  to  guest  houses 
(transient  billets),  rod  and  gun  clubs  and  other  NAFI's  operating  food 
and  alcoholic  beverage  activities. 

(12)  Continuing  availability  of  APF  support  for  clubs. 

(13)  Probability  of  reduction  of  APF  club  support. 

(14)  Legality  and  likelihood  of  clubs  being  authorized  continued  use 
of  APF  personnel  during  the  transition  to  a more  self-sustaining  posture 
should  APF  support  be  significantly  reduced. 

(15)  Restraints  on  the  administrative  operation  and  surveillance  of 
clubs  and  cost  effectiveness  of  sucli  restraints. 


(16)  Impact  of  reduction  of  APF  club  support. 

(17)  Availability  of  alternate  staffing  vice  APF  paid  and  civilian 
personnel  should  APF  club  support  be  reduced.  Also,  the  availability  of 
additional  MAI  and  civilian  staffing  as  may  be  required  by  establishment  of 
a separate  club  command. 


8 ..  J!  1977 

DAAG-CMO 

SUBJECT:  Army  Club  Management  Study 

(IS)  Accuracy  of  AIT  and  NAT  data  base  used  for  the  study. 

i.  Environment . 

(1)  Operation  of  an  Army-wide  club  system  in  a peacetime  environment 
with  sufficient  flexibility  to  provide  club  service  in  combat  zones  during 
conflicts.  Under  the  current  organizational  structure  installation  com- 
manders operate  clubs  under  policies  established  by  headquarters,  Department 
of  the  Army  under  t lie  technical  supervision  and  executive  and  financial 
management  of  CMD,  TAGCEN-.  Commanders  and  club  managers  are  not  competent 
in  all  cases  to  insure  effective  member  oriented  club  programs  providing 
best  balance  of  product,  service,  and  cost  while  operating  on  a self-sustainii 
basis.  Clubs  are  business  entities;  they  are  more  vulnerable  and  sensitive 
to  social  and  economic  factors  than  other  mission  activities  of  the  Army. 
Clubs  are  under  continual  scrutiny  by  Congress,  GAO,  DOD,  and  DA. 

(2)  Forces  that  Impact  upon  the  Management  of  Clubs.  Club  management 
is  currently  being  reviewed  by  the  Director  of  Management,  DAIG,  GAO  and 
TAG.  Actions  of  the  Army  to  reduce  military  staffing  of  TDA  units,  arc 
continuous,  e.g.,  the  16  division  force  concept,  reduction  cf  the  number 
of  officers  by  2,00n  in  1980  and  most  recently,  the  plan  for  1,  3 and  5 
percent  reduction  .in  officer  strength  all  have  high  potential  impact  on 
the  Army  club  system. 

4.  Support  and  Resource  Requirements.  The  study  group  will  require 
information  and/or  copies  of  completed  reports,  surveys,  and  studies 
from  other  elements  of  the  Army,  DOD  and  CCLL. 

a.  PCS,  TAGCEN'.  DOD  I 7000.12  reports  by  MACOM's. 

b.  AAFES  Liaison  Office.  Briefing  on  AAFES  and  its  planned  involvement 
with  commissaries. 

c.  HQ  AAFES.  Indication  as  to  theii  receptivity  to  transfer  of  the 
Army  club  mission  to  AAFES. 

d.  TAG  Comptroller.  Information  on  GAO  operations. 

e.  HQ  TSA.  Briefing  on  the  development  and  evolution  cf  the  commissary 
organization. 

f.  DCSPER.  Cost  effectiveness  of  installation  CPO  support  to  clubs. 

g.  TIC/AAA  Audit.  Information  ns  to  degree*  of  club  audit  effort  that 
'can  be  anticipated  in  programed  and  subsequent  fiscal  years. 
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h.  HQ  USAFAC.  Status  of  automation  and  costs  related  to  instal lation 
NAF  accounting  and  copies  of  installation  DODI  7000.12  reports. 

i.  DCSOPS.  Confirm  projected  troop  strength  and  redeployment  plans 
and  information  concerning  documentation  of  a proposal  for  a club  command. 

j.  0MB/D0D  Study  Group  for  Appropriated  Fund  Support  for  MV.R  Activities 
Information  and  reports  on  their  progress  and  milestones  leading  to  decision 

k.  OCLL.  Information  on  the  mood  of  new  Congress  concerning  continued 
financing  of  club  support  despite  OMB/DCD’s  impending  proposal,  i.e.,  LCDI 
1330.2. 

l.  TJAC.  To  interpret  the  propriety  of  paying  CMD  DA  staffers  (as 
compared  to  those  involved  in  operations)  from  APF’s. 

m.  Study  group  is  comprised  of  CMD  military  and  civilian  personnel. 

The  cost  of  their  salaries  is  programed  and  will  not  constitute  an  increased 
funding  requirement  for  CMD  operations.  ADP  support  will  be  utilized  in  the 
financial  analysis  incident  to  the  study.  As  requirements  for  ADP 
support  have  no’  yet  been  defined,  they  cannot  be  costed.  Such  costs 

will  be  addressed,  however,  at  the  time  of  approval  for  funding. 

There  will  be  TDY  costs  incident  to  travel  associated  with  team  efforts. 
Those  costs  that  cannot  be  funded  from  programed  resources  will  be 
addressed  as  a separate  action  and  included  as  a part  of  the  cost  of  the 
study . 

S.  Study  Methodology: 

a.  The  current  management  organization  will  be  analyzed  to  determine 
its  capability  to  implement  outstanding  recommendations  and  to  solve 
unresolved  problems. 

b.  Information  resultant  from  this  review  and  analysis  will  be 
evaluated  against  each  essential  element  of  analysis. 

c.  An  analysis  will  be  made  of  FY  76  financial  results  of  each 
installation  club  system.  The  income  statement  of  these  activities  will 
be  adjusted  to  show  increased  expenses,  by  element  of  expense,  in  amounts 
equivalent  to  APF  support  received  during  the  fiscal  year.  An  adjusted 
income  statement  will  be  produced  showing  adjusted  expenses  ar.d  profit/loss. 
The  percent  of  each  element  of  expense  and  profit/loss  will  then  be  compared 
to  predetermined  maximum  relationships  to  total  income/ revenue,  /Yarisncis 
will  be  computed.  In  all  instances  where  the  computations  indicate  nega- 
tive net  income,  a straight  line  computation  will  bo  made  to  determine  th. 
period  of  time  that  the  club's  fund  could  sustain  such  a loss.  Based  on  net 
income,  clubs  would  then  be  assigned  one  of  four  categories: 
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(1)  Category  I - Self-sustaining,  need  no  special  attention. 

(2)  Category  II  - Marginal,  can  achieve  self-sufficiency  without 
assistance . 

(3)  Category  III  - Critical,  can  only  achieve  Category  I or  II  status 
with  extraordinary  actions,  and  intensive  technical  training  and  management 
assistance . 

(4)  Category  IV  - Irretrievable  - Cannot  be  sufficiently  improved  in 
reasonable  time  frame  to  preclude  insolvency  - should  be  closed. 

d.  An  analysis  of  the  number  and  the  range  (high/low  side)  of  data  in 
each  category  will  be  evaluated  to  determine  the  magnitude  of  the  problem 
and  actions  that  should  be  taken  without  delay  to  intensify  management  of 
Category  II,  III  and  IV  clubs  during  the  interim  period  to  "D"  day. 

e.  The  results  of  these  initial  determinations  will  then  be  evaluated 
in  relation  to  the  essential  elements  of  analysis. 

f.  Should  such  analysis  indicate  .that  the  current  club  management 
structure  cannot,  without  adjustments,  cope  with  the  magnitude  and  scope  of 
the  status  of  the  Army  club  systen,  then  such  adjustments  will  be  identified. 

g.  Should  such  analysis  indicate  a need  for  a different  organizational 
structure,  then  alternative  management  structures  will  be  developed  and 
analyzed  in  relation  to  essential  elements  of  analysis  established  for  that 
purpose . 

h.  Initial  conclusions  ar.d  recommendations  will  then  be  determined. 

6.  Phases: 

a.  Phase  I - Determination.  Analyze  the  current  organizational 
structure,  its  strengths  and  weaknessess,  unresolved  problems,  the 
exterior  forces  that  impact  upon  policies  and  operations  and  the  organiza- 
tion's capability  to  be  managed  and  to  operate  adequately  in  the  dynamics 
of  the  current  environment . Should  the  current  organizational  structure 
be  considered  incapable,  even  with  modifications,  of  coping  with  club 
management  problems,  then  full  consideration  will  be  given  to  establishment 
of  a separate  club  command. 

b.  Phase  II  - Implementation  Plan.  Rased  on  the  recommendation  ar.d 
TAG  approval  of  Phase  T,  commence  definition  and  design  of  the  organiza- 
tional structure. 
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d.  Project  Format. 
Manager . 


Project  format  will  be  determined  by  the  Project 


e.  Action  Documents, 
effort : 


Action  documents  resultant  from  this  study 


(1)  Revised  Letters  of  Instruction  for  Club  Operating  Eudgets. 

(2)  Changes  to  Arm)'  Regulations  210-65  and  250-60. 

(o)  Others  to  be  determined  by  study  recormendat lens. 


' PAUL  T.  btil'fl! 


Major  General,  USA 
The  Adjutant  General 


DAAG-CilO 

SUBJECT:  Army  Club  Management  Study 
7.  Administration: 


2 8 !.!AP  137/ 


a.  Study  Title.  Club  Management  Study  '77. 

b.  Project  Schedule. 

(1)  Study  commenced  1 Mar  77. 

(2)  Anticipated  completion  date  is  30  Apr  77. 

(3)  First  IPR  30  Mar  77. 

(4)  Second  IPR  14  Apr  77. 

(5)  Third  IPR  21  Apr  77. 

(6)  Completion  30  Apr  77. 

c.  Control  Procedures. 

(1)  Project  Control  Officer:  COL  Lee  C.  Dickson,  Director,  CMD. 

(2)  Project  Sponsor:  BG  Donald  V,'.  Connelly,  DTAG. 

(3)  Composition  of  Study  Group. 

COL  John  H.  Batts,  Project  Manager 
MAJ  F.  K.  Lee,  Member 

Mr.  Richard  D.  Belgrar.o,  Member 
Mr.  John  W.  Najarian,  Member 

(4)  Steering  Committee. 

COL  Lee  C.  Dickson,  Chairman 
LTC  Paul  E.  Wise,  Member 

(5)  All  exchanges  of  correspondence  concerning  this  project  will  be 
initiated  by  the  Project  Manager  and  will  be  routed  through  and  responses 
received  through  DAAG-TCP. 

]] 
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SUBJECT:  Army  Club  Management  Study 


d.  Project  Format. 
Manager . 


Project  format  will  be  determined  by  the  Project 


e.  Action  Documents, 
effort : 


Action  documents  resultant  from  this  study 


(1)  Revised  Letters  of  Instruction  for  Club  Operating  rudgets. 

(2)  Changes  to  Army  Regulations  210-65  and  230-60. 

(5)  Others  to  be  determined  by  study  recommendations. 


' PAUL  T.  S>tlTH 


Major  General,  USA 
The  Adjutant  General 
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a.  Study  Title.  Club  Management  Study  '77. 

b.  Project  Schedule. 

(1)  Study  commenced  1 Mar  77. 

(2)  Anticipated  completion  date  is  30  Apr  77. 

(3)  First  IPR  30  Mar  77. 

(4)  Second  IPR  14  Apr  77. 

(5)  Third  IPR  21  Apr  77. 

(6)  Completion  30  Apr  77. 

c.  Control  Procedures. 

(1)  Project  Control  Officer:  COL  Lee  C.  Dickson,  Director,  CMD. 

(2)  Project  Sponsor:  BG  Donald  V.’.  Connelly,  DTAG. 

(3)  Composition  of  Study  Group. 

COL  John  H.  Batts,  Project  Manager 
MAJ  F.  K.  Lee,  Member 

Mr.  Richard  D.  Belgrano,  Member 
Mr.  John  W.  Najarian,  Member 

(4)  Steering  Committee. 

COL  Lee  C.  Dickson,  Chairman 
LTC  Paul  E.  Wise,  Member 

(5)  All  exchanges  of  correspondence  concerning  this  project  will  be 
initiated  by  the  Project  Manager  and  will  be  routed  through  and  responses 
received  through  DAAG-TCP. 
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d.  Project  Format.  Project  format  will  be  determined  by  the  Project 
Manager. 

e.  Action  Documents.  Action  documents  resultant  from  this  stud)’ 
effort : 

(1)  Revised  Letters  of  Instruction  for  Club  Operating  Tudgets. 

(2)  Changes  to  Army  Regulations  210-65  and  250-60. 

(3)  Others  to  be  determined  by  study  recommendations. 

' PAUL  T.  b.'ilTH 

Major  General,  USA 
The  Adjutant  General 


12 


APPENDIX  3-A 


r 


THE  RANDOLPH-SHEPPARD  ACT  AMENDMENTS  OF  1974 
THEIR  APPLICATION  TO  AND  IMPACT  ON  CLUE  OPERATIONS 


1.  Purpose.  To  examine  the  impact  of  the  Randolph-Sheppard  Act 
Amendments  of  1974  (Title  II  of  Public  Law  93-316)  on  past,  current  and 
future  club  operations. 

2.  Background. 

a.  The  Randolph-Sheppard  Act  of  1936  established  the  blind  vending 
machine  program  and  gave  preference  to  the  blind  in  operating  vending 
facilities  on  Federal  property.  Based  on  a review  of  the  operation  of  the 
vending  stand  program  in  1974,  Congress  determined  that  the  program  had 
not  developed  and  had  not  been  sustained  in  the  manner  and  spirit  in  which 
it  was  intended  at  the  time  of  the  Act's  enactment.  Additionally,  it  was 
uetermined  that  the  growth  of  the  program  had  been  inhibited  by  a number 
of  external  forces  and  that  the  potential  existed  for  doubling  the  number 
of  blina  vendors  on  Federal  property. 

b.  The  original  Randolph-Sheppard  Act  related  to  vending  stands; 
however,  the  amended  act  refers  to  vending  facilities.  A vending  facility 
has  been  defined  as  "automatic  vending  machines,  cafeterias,  snack  bars, 
cart  service,  shelters,  counters  and  such  other  appropriate  auxiliary 
equipment  which  may  be  operated  by  blind  licensees  and  which  is  necessary 
for  the  sale  of  newspapers,  periodicals,  confections,  tobacco  products, 
food,  beverages  and  other  articles  or  services  dispensed  automatically  or 
manually  and  prepared  on  or  off  the  premises  in  accordance  with  all 
applicable  health  laws,  and  including  the  vending  or  exchange  of  changes 
tor  any  lottery  authorized  by  state  law  and  conducted  by  an  agency  of  a 
state  within  such  state."  For  the  purpose  of  assigning  vending  income,  a 
vending  machine  is  considered  a coin  or  currency-operated  machine  which 
dispenses  articles  or  services.  Those  machines  providing  services  of  a 
recreational  nature  and  telephones  are  not  considered  to  be  vending 

mac hines . 


c.  To  provide  for  the  continued  vitality  and  expansion  of  the  blind 
vending  machine  program,  in  1974,  Congress  amended  the  Randol ph-She pDard 
Act.  This  amendment  included  comprehensive  new  authorities  designed  to 
ensure  that  blind  persons  who  have  been  licensed  by  state  licensing 
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authorities  are  afforded  priority  in  the  operation  of  vending  facilities 
on  Federal  property.  When  the  blind  licensee  or  state  licensing  agency 
chooses  not  to  operate  the  vending  facilities,  mandatory  profit  sharing  is 
retired  by  the  amendment. 

a.  The  profit  sharing  requirements  in  the  1974  amendment  require  a 
percentage  of  vending  machine  income  on  military  installations  be  paid  to 
state  licensing  agencies  for  the  blind  under  circumstances  as  follows: 

(1)  One-hundred  percent  of  net  income  from  vending  machines  consid- 
ered to  be  in  direct  competition  with  blind  licensee  operated  facilities. 

(2)  Fifty  percent  of  net  income  when  no  direct  competition  is 
involved  and  blind  licensees  do  not  operate  the  vending  machines,  except 
that  only  30  percent  of  net  income  will  be  paid  when  the  machine  is 
located  where  50  percent  of  the  hours  worked  are  during  other  than  normal 
working  hours.  ("Normal  working  hours"  are  defined  as  an  eight-hour  work 
period  between  the  approximate  hours  of  0800  to  1800,  Monday  through 
Friday.) 

(3)  Individual  locations,  installations  or  facilities  whose  vending 
machines  net  income  is  less  than  $3,000  annually  are  exempted  from  the 
profit  sharing  requirements.  "Individual  location,  installation,  or 
facility"  is  defined  as  a single  building  or  a self-contained  group  of 
buildings.  For  two  or  more  buildings  to  be  considered  a self-contained 
group  of  buildings,  they  must  be  located  in  close  proximity  to  each  other 
and  a majority  of  the  Federal  employees  located  therein  must  regularly 
move  from  one  building  to  another  in  the  course  of  official  business 
during  the  normal  working  day. 

e.  The  Act  provided  that  "satisfactory  sites"  for  blind  vending 
facilities  be  provided  where  new  construction  or  modification  of  a 
building  involves  more  than  15,000  square  feet  of  interior  space  or  will 
house  more  than  100  Federal  employees  during  normal  working  hours.  When 
these  criteria  are  not  met,  the  requirement  to  provide  a satisfactory  site 
does  not  apply.  Also,  the  provisions  of  the  Act  apply  wherever  D'  J will 
be  renting,  leasing  or  otherwise  occupying  space. 

f.  Although  the  1974  amendment  was  effective  2 January  1975,  final 
implementing  regulations  were  not  published  by  the  Department  of  Health, 
Education  and  Welfare  (HEW)  until  23  March  1977.  During  the  two-year 
interval  between  the  passage  of  the  amendment  and  publication  of  the  final 
implementing  regulations,  L)0D  made  several  concerted  efforts  to  persuade 
HEW  that  military  clubs  and  other  morale,  welfare  and  recreational 
activities  should  be  exempted  from  the  profit  sharing  requirements  of  the 
amendment.  It  was  argued  that  Title  10  of  the  United  States  Code  vest 
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the  military  service  secretaries  with  responsibilities  for,  and 
requisite  authority  necessary,  to  conduct  the  various  affairs  of  the 
military  services,  including  the  functions  necessary  or  appropriate  for 
the  welfare  of  the  service  personnel  involved.  DO D further  argued  that 
venuing  machine  income  has  been  one  of  the  major  sources  utilized  over  the 
years  to  generate  the  nonappropriated  funds  necessary  for  the  welfare  of 
service  personnel.  HEW  rejected  the  arguments  and  took  the  position  that 
an  amendment  or  statutory  clarification  is  required  to  exempt  military 
clubs  ana  other  NAFl's  from  the  vending  machine  profit  sharing  require- 
ments. 

g.  HEW  regulations  implementing  the  Act  establish  an  effective  date 
of  2 January  1975  for  vending  machine  profit  sharing  and  requires 
quarterly  payments.  DOU  has  issued  instructions  to  the  military  depart- 
ments to  ensure  that  all  NAFl's  which  earn  income  from  vending  machines 
set  aside  an  appropriate  amount  from  all  such  income  generated  after 

23  March  1977  to  meet  expected  liabilities  under  the  amendments.  The 
Department  of  the  Army  has  initiated  legislative  proposal  to  obtain 
legislative  relief  for  NAFl's  from  the  income  sharing  requirements. 
Additionally,  Congressman  Whitehurst  has  introduced  remedial  legislation 
in  the  95th  Congress  (H.  K.  709). 

h.  Army  installations  in  the  United  States  were  surveyed  to  ascertain 
the  effect  of  the  Act  upon  club  operations.  Forty-five  of  84  installa- 
tions surveyed  reported.  Fifty-three  percent  reported  vending  machines 
unaer  concessionaire  contract  with  annual  net  income  under  $3,000.  Nine 
percent  reported  no  machines  and  33  percent  only  reported  no  liability 
under  the  Act.  Two  installations  reported  liability.  Fort  Dix  NCO  Branch 
reported  annual  vending  machine  net  income  of  $8,082  during  FY  76.  There 
was  a potential  30  percent  liability  to  the  state  blind  agency  amounting 
to  $2,425.  Fort  Belvoir  NCO  Branch  reported  annual  vending  machine  net 
income  of  $a,711  during  FY  76  with  a potential  30  percent  liability  to  the 
state  blind  agency  amounting  to  $1,413. 

3.  Discussion. 

a.  There  appears  to  be  minimal  impact  on  net  income  of  clubs  by  the 
provisions  of  the  Act.  However,  compounded  by  other  actual  and  potential 
legislation,  it  could  serve  as  yet  another  impediment  to  financial 
stability. 

b.  The  provisions  of  the  Act  requiring  capital  expeditures  to 
accommodate  the  blind  vending  machine  program  in  construction  and 
renovation  plans  cannot  be  accurately  ascertained  as  the  extent  of  capital 
improvements  is  based  on  the  variables  of  club  financial  performance  and 
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local  demographic  considerations.  It  Is  anticipated  that  the  cost  will 
accelerate  commensurate  with  an  anticipated  acceleration  in  the  Army  club 
capital  improvement  program. 

c.  The  Study  Group  has  considerable  doubt  that  Congress  will  vote  an 
amendment  to  exempt  NAFl's  from  the  vending  machine  income  sharing 
requirements.  This  doubt  is  based  on  the  fact  that  the  House  passsed  the 
1974  amendment  by  a vote  of  340  to  65  and  the  Senate  by  a unanimous  vote. 
Although  President  Nixon  vetoed  the  bill,  his  veto  was  overridden  in  the 
House  by  a vote  of  398  to  7 and  in  the  Senate  by  a vote  of  90  to  1. 
Additionally,  the  appropriate  committees  of  Congress  were  completely 
cognizant  of  the  DOD  position  concerning  the  loss  of  income  by  NAFl's  as  a 
result  of  diverting  vending  machine  income  to  the  blind.  Since  this  is  an 
emotional  issue  and  a vote  to  restrict  income  for  the  blind  would  be 
difficult  and  unpopular  for  many  members  of  Congress,  chances  for  passage 
of  such  legislation  are  considered  slim. 

d.  The  1974  amendments,  as  implemented  by  HEW  regulations,  could  have 
a significant  and  costly  impact  on  military  clubs  and  other  NAFl's  if 
there  is  no  legislative  relief.  The  loss  of  vending  income  for  other 
installation,  morale,  welfare  and  recreational  programs  could  also  result 
in  a significant  reduction  in  the  distribution  of  package  beverage  profits 
currently  being  distributed  to  clubs  which  would  be  diverted  to  these 
programs . 

4.  Conclusions. 

a.  Effect  on  club  net  income  resulting  from  implementation  of  the 
1974  amendments  to  the  Randolph-Sheppard  Act  appears  minimal. 

b.  Legislative  relief  from  the  1974  amendment  to  the  Randolph- 
Sheppard  Act  is  highly  improbable. 
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TRAINING 


1 . Background . 

a.  Prior  to  1971,  the  only  formal  training  available  to  club  managers 

was  a basic  7-week  Club  Management  Course  (CMC)  conducted  by  the  US  Army 
Quartermaster  School,  at  Fort  Lee,  VA.  The  course  was  designed  to  provide 
MOS  training  for  awarding  of  a skill  identifier  to  enlisted  military 
personnel,  and  as  an  introductory  course  for  officer  personnel.  The 
majority  of  students  attending  the  course  was  Air  Force  (95%  AF,  5%  Army). 

This  situation  continued  until  the  period  of  the  Booz,  Allen  and  Hamilton 

(BAH)  Report  in  1971,  when  CSA  Memo  71-230-57  directed  the  scope  and  depth 

of  Array  club  management  training  be  expanded.  At  that  time,  the  course 

make-up  reverted  to  primarily  Army  attendees. 

b.  DCSPER  is  responsible  for  individual  training  of  military 
personnel  Army-wide.  AR  10-41  assigns  TRADOC  responsibility  for 
conducting  MOS  producing  courses  including  the  Club  Management  Course 
(CMC).  The  Training  Branch,  Training  and  Assistance  Division,  CMD, 

TAGCEN,  serves  as  the  point  of  coordination  with  TRADOC,  DCSPER  AND 
MILPERCEN  on  all  training  matters  pertaining  to  Army  clubs. 

2.  Training  Courses. 

a.  Club  Management  Course  (CMC). 

(1)  The  CMC  is  7 weeks  in  duration  and  is  the  basic  course  of 
instruction  in  club  management.  It  is  an  MOS  producing  course  for  MOS 
00J50  with  entry  at  the  E6  level.  The  course  is  taught  at  Fort  Benjamin 
Harrison,  IN.  During  FY  77,  seven  courses  are  being  conducted.  As  of  26 
Aug  77,  68  officers,  8 WO,  100  NCO,  and  13  civilians  had  actually 
graduated  via  six  courses.  From  FY  68,  to  date,  2,143  students  (758  OFF, 
161  WO,  1,149  EM,  75  CIV)  have  completed  the  CMC.  Based  on  TRADOC  FY  76 
projected  costs,  the  total  cost  of  training  a student  in  the  basic  CMC  is 
$1,550,  exclusive  of  travel  and  per  diem.  Although  the  CMC  is  under  the 
direct  control  of  TRADOC,  CMD  maintains  close  liaison  with  the  course 
instructors.  CMD  coordinates  with  TRADOC  on  the  course  P0I  and  subject 
matter  to  ensure  that  the  information  provided  will  prepare  students  for 
managerial  positions.  Additionally,  CMD  has  provided  and  continues  to 
provide  support  and  assistance  regarding  the  course  as  follows: 

(a)  Guest  speakers  and  instructors  on  a regularly  scheduled  basis. 
TAGCEN  cost  to  provide  this  service  is  approximately  $2,000  (OMA)  per  FY. 
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ib)  Assistance  in  the  revision  of  the  current  POI  which  separates 
the  course  into  three  competency  areas  to  provide  more  flexibility  for 
personnel  attending  the  course  in  PCS  status  and  to  make  it  feasible  for 
installations  to  send  first-line  supervisors  to  the  course  for  specific 
segments.  The  revised  POI  provides  for  three  instructional  blocks  of 
approximately  2 weeks  duration  as  follows:  Phase  I,  Management  and 
Administration  (2  weeks,  3 days);  Phase  II,  Financial  Management  (1  week, 

3 days);  Phase  III,  Food  and  Beverage  Management  (2  weeks,  4 days). 
Personnel  are  permitted  to  start  the  course  at  any  particular  phase  or 
they  may  attend  a specific  phase,  as  training  needs  dictate.  Previously, 
PCS  personnel  who  missed  the  start  of  a course  were  held  as  long  as  eight 
weeks,  waiting  for  the  next  course. 

(c)  Annually  reviews  training  projections  to  ensure  that  they 
reflect  realistic  training  requirements. 

(d)  Arranges  to  take  the  club  management  course  to  the  overseas 
commands  in  response  to  their  unique  training  requirements.  Four  overseas 
courses  have  been  conducted  (three  in  Europe  and  one  in  Pacific)  with  253 
graduates.  Beginning  in  FY  77,  specialized  training  of  non-OOJ  MOS 
personnel  assigned  to  USAREUR  clubs  is  being  conducted  by  the  CMD's 
European  Region  in  lieu  of  taking  the  CMC  overseas. 

b.  Executive  Club  Management  Course  (ECMC). 

(1)  In  1975,  DCSPER  approved  the  establishment  of  an  Executive  Club 
Management  Course  under  the  direction  and  funding  of  TAGCEN.  The  course 
is  conducted  under  contract  with  Florida  International  University. 
Instructors  are  provided  by  the  contractor,  with  augmentation  by  HQDA 
personnel.  The  course  differs  from  the  CMC  in  that  it  is  taught  at  the 
advanced  level  and  attendees  must  have  a minimum  of  three  years  club 
operating  experience.  The  course  is  four  weeks  in  duration  and  graduates 
receive  lb  quarter  hours  (10  semester  hours)  college  credit.  As  part  of 
the  POI,  students  are  exposed  to  a number  of  outstanding  restaurants  in 
the  Fort  Lauderdale/Miami  area  through  field  trips,  extensive  on-the-job 
training  in  a selected  restaurant,  and  a marketing  case  study.  Five 
courses  have  been  conducted  to  date  (one  in  75,  two  in  76,  two  in  77)  each 
one  graduating  30  students.  One  additional  course  will  be  conducted  in  CY 
77  with  a projected  output  of  30  additional  students. 

c . Civilian  Club  Manager  Intern  Program. 

(1)  By  HQDA  letter,  30  June  1976,  HQDA  announced  the  Civilian  Club 
Manager  Intern  Program.  The  program  is  designed  to  provide  the  Army  club 
system  with  a source  of  professional,  well-trained,  and  highly  motivated 
civilian  managers  through  the  recruitment  of  recent  graduates  of  hotel  and 
restaurant  management  schools. 
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(2)  Linder  tills  program,  two  interns,  grade  UA-7  were  hired  in  Jan  77. 
The  interns  are  undergoing  training  which  consists  of:  2 weeks  orientation 
at  CMD,  TAGCEN ; 7 week  attendance  at  the  basic  CMC;  nine  months  on-the-job 
training  at  Redstone  Arsenal;  4 weeks  with  a CMD  training  and  assistance 
team;  and  2 weeks  at  CMD  prior  to  placement  in  the  club  system.  A 
comprehensive  OJT  manual  has  been  developed  to  complement  the  program. 

(3)  In  July  1977,  one  additional  intern  was  hired  and  is  currently 
undergoing  OJT  at  Fort  Carson,  CO.  A fourth  intern  will  be  hired  in  Feb 
78. 


(4)  A detailed  analysis  of  the  intern  program  will  be  conducted 
during  FY  78  to  determine  if  the  program  will  be  continued.  The  intern 
program  is  funded  by  the  Army  Club  Fund  (ACF)  at  the  total  cost  of  $67,444. 

d.  Training  with  Industry  (TWI).  TW I is  a program  developed  in  1973 
on  a gratuitous  basis  with  the  Hyatt  Hotels  and  the  Greenbriar  Hotel. 
Selected  club  managers  were  sent  OJT  for  60  days  with  one  of  these  hotels 
to  gain  experience  by  working  with  the  civilian  sector  of  the  hospitality 
industry.  Four  individuals  participated  in  the  program.  On  24  January 
1977,  the  DCSPER  approved  TWI  as  a formal  program,  beginning  in  October 
1977.  The  first  participant  under  the  formal  program  will  report  to  HERCO, 
Hershey  Park,  PA  in  October  1977.  As  the  program  director,  TAGCEN  selects 
the  participants  from  officer,  warrant  officer,  and  noncomissioned  officers 
nominated  by  MILPERCEN. 

e.  Continuing  Education.  During  1974,  a continuing  education  program 
was  established  by  CMD  to  provide  specialized  training  to  assigned 
personnel,  utilizing  short  courses  offered  by  various  associations  and 
academic  institutions,  i.e.,  Cornell  University,  Culinary  Institute  of 
America.  Participation  in  this  program  is  based  on  individual  requests 
and  approval  by  the  Director,  CMD.  Evaluation  of  the  need  and  worth  of  the 
requested  training  is  made  during  the  approval  process. 

f.  Advanced  Educational  Requirements.  AR  621-1  and  AR  621-108 
prescribe  policy  for  establishment  of  positions  which  require  graduate 
level  civilian  education.  CMD,  TAGCEN  has  received  approval  for  14 
positions  requiring  graduate  degrees  in  Hotel  & Restaurant  Administration. 
Since  1974,  eight  officers  have  been  selected  for  this  schooling. 

g.  Chef  Refresher  Course.  As  a result  of  a training  profile  analysis 
conducted  by  CMD  in  January  1976,  it  was  determined  that  a majority  of  Army 
club  chefs  and  cooks  lacked  formal  culinary  training.  This  program  was 
initiated  by  TAGCEN  in  August  1976  to  upgrade  the  food  program  in  Army 
clubs.  Two  courses  were  conducted  under  contract,  one  at  Purdue  University 
with  25  chefs  attending,  and  one  in  Heidelberg,  West  Germany  with  24  chefs 
attending.  Contract  costs  for  both  courses  and  travel/per  diem  costs  for 
the  CONUS  course  were  borne  by  the  Army  Club  Fund. 
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Cost  data  for  the  two  chef  courses  were  as  follows: 


COST  PER 


DATES 

LOCATION 

STUDENTS 

CONTRACTOR 

COST 

STUDENT 

15-21  Aug  76 

CONUS 

25 

Purdue  U 

$ 7,800 

$312 

29  Aug-5  Sep  76 

USAREUR 

24 

La  Varenne 

13,441 

$560 

h.  Armed  Forces  Culinary  Course.  As  a successor  to  the  Chef's 
Refresher  Course,  tn  October  1976,  HQDA  agreed  to  participate  for  one  year 
with  the  Navy  and  Marine  Corps  in  this  newly  developed  course.  Designed 
specifically  to  upgrade  the  culinary  skills  of  chefs,  cooks,  and  food 
managers  in  military  clubs,  the  course  is  conducted  at  the  Patuxent  Naval 
Station,  Patuxent,  MD.  It  is  planned  that  10  two  week  classes  will  be 
conducted  each  calender  year.  The  Army's  quotas  for  1977  were  seven  for 
the  first  three  courses  and  five  for  the  remaining  courses.  The  total  cost 
(including  start  up  cost)  for  conducting  the  course  in  1977  is  approxi- 
mately $29,000  which  will  be  borne  by  the  Army  Club  Fund  (ACF).  As  of  23 
August  1977,  three  courses  have  been  conducted  with  18  Army  club  personnel 
a ttend ing . 

i . Training  Films. 

(1)  CMD,  TAGCEN  is  developing  a series  of  training  films  addressing 
specific  club  management  problems.  Most  of  the  industry  training  films  in 
the  area  of  internal  controls  are  considered  too  general  in  nature  to 
satisfy  Army  needs.  The  first  film,  completed  in  July  1975,  deals  with 
beverage  management  and  addresses  the  internal  control  procedures  essential 
for  effective  beverage  operations.  Because  the  majority  of  discrepancies 
noted  in  USAAA  audits  have  dealt  with  beverage  mismanagement,  it  was 
considered  appropriate  that  the  first  training  film  should  deal  with  this 
subject.  Copies  of  the  film  have  been  distributed  to  the  regional  film 
libraries  and  are  available  to  managers. 

(2)  Production  has  started  on  a seven  part  food  control  film.  Part  I 
has  been  completed  and  distributed  to  the  regional  film  libraries.  Filming 
of  Part  II  was  completed  in  April  1977  and  distribution  started  in  July 
1977.  The  TAGCEN  films  are  shown  in  conjunction  with  CMD  technical 
training  and  management  assistance  visits  and  as  part  of  the  CMC  and  ECMC 
POI.  Additionally,  the  films  are  used  by  the  Navy  and  Air  Force.  As  of 

23  August  1977,  there  have  been  over  75  individual  club  requests  for  these 
films.  Cost  data  (OMA)  for  film  production  is  as  follows: 


FILM 

COST 

Beverage  Management  (3  parts) 

$5,000 

Food  Management  I 

$1,800 

Food  Management  II 

$1,750 

4A-4 


j.  Programed  Text.  Another  training  project  that  CMD,  TAGCEN 
developed  is  a self-instructional  text  on  club  related  regulations.  The 
primary  purpose  of  the  text  is  to  provide  the  club  manager  with  a single 
source  document  for  use  in  regulatory  education.  Additionally,  since  the 
text  includes  a testing  procedure,  CMD  is  provided  a means  by  which  it  can 
measure  the  degree  to  which  club  managers  know  and  understand  regulations. 
The  texts  were  printed  in  three  volumes:  Vol  1,  Management  and  Admini- 
stration; Vol  2,  Financial  Management;  Vol  3,  Personnel  Management. 

Contract  costs  (OMA)  for  development  and  printing  of  the  text  was  $38,440. 
The  texts  were  mailed  to  management  personnel  at  each  installation. 
Additionally,  the  texts  are  used  in  the  course  of  instruction  at  CMC.  As 
of  23  August  1977,  over  300  mastery  exams,  completed  by  club  managers,  have 
been  returned  to  CMD.  Comments  from  the  field  regarding  the  text  have  been 
highly  complimentary. 

k.  Workshop  Program.  In  1973,  TAGCEN  negotiated  a contract  with 
Joseph  B.  Gregg  and  Associates  to  conduct  a number  of  one  and  two  day  food 
and  beverage  management  workshops  in  CONUS  and  overseas.  Fifteen  workshops 
were  held,  with  625  managers  attending.  The  total  contract  cost  paid  from 
OMA  funds  was  $50,000.  The  subject  matter  concentrated  on  methods  of 
increasing  sales.  This  program  was  continued  into  1975,  when  the  format 
was  changed  to  that  of  the  present  training  sessions. 

l.  DA  Seminar. 


(1)  As  part  of  a continuing  program  to  keep  managerial  personnel 
abreast  of  club  management  policy  and  innovations,  TAGCEN  held  two 
worldwide  seminars  in  1973  and  1974.  The  seminars  were  held  at  Cornell 
University.  The  subject  matter  was  presented  by  CMD  personnel  and  guest 
lecturers  from  Cornell  and  industry.  The  number  of  attendees  and  cost  of 


the  seminars  are  as 

follow: 

LOCATION 

DATES 

ATTENDEES 

COST  OMA 

Cornell  University 

21-23 

Se  p 

73 

125 

$8 , 000 

Cornell  University 

23-25 

Sep 

74 

110 

$8 , 000 

(2)  Various  seminars  and  workshops  have  been  conducted  by  TAGCEN 
since  1973.  The  subject  matter  has  ranged  from  methods  to  increase  sales 
to  a continuing  program  to  keep  managerial  personnel  abreast  of  club 
management  policy.  The  seminars  were  generally  contracted  with  APF  (OMA) 
funds.  This  program  was  curtailed  in  FY  75  due  to  DA  imposed  restrictions 
on  TDY  funds. 

m.  Training  Sessions.  As  a continuation  of  the  workshop  program,  CMD 
conducts  various  training  sessions  in  CONUS  and  overseas.  The  program  is 
structured  to  address  specific  club  operational  problems.  The  subject 
matter  may  vary  from  financial  management  to  meat  procurement.  The 
instruction  is  provided  by  CMD  personnel  and  contract  instructors,  as 
applicable.  As  of  1 August  1977,  over  450  club  management  personnel  have 
participated  in  the  various  training  sessions. 
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n.  Training  Film  Library.  In  1973,  TACCEN  established  a training  film 
library  consisting  of  L6mm  color  films  showing  highly  skilled  professionals 
demonstrating  specific  skills.  Prints  were  distributed  to  the  regional  and 
field  offices.  Currently,  there  are  over  52  separate  films  available  to 
club  managers  for  use  in  conducting  inhouse  training.  Usage  figures  for  FY 
76  and  77  are  as  follows: 


LOCATION 

INDIVIDUAL  REQUESTS 

FY  76 

FY  77  (23  Aug) 

Eastern 

185 

186 

Europe 

312 

343 

Western  and  Korea 

233 

308 

o.  Book  Reference  Library.  In  1973,  TAGCEN  established  a book 
reference  library.  The  library  is  used  primarily  by  CMD  assistance 
personnel  for  research  in  preparation  for  technical  training  and  management 
assistance  visits  to  installations.  Over  400  books  are  maintained  in  the 
libraries  at  CMD,  TAGCEN  and  its  regional  and  field  offices.  Estimated 
cost  of  the  reference  library  is  $7,000  (0MA). 

p.  Correspondence  Course  Program.  The  American  Hotel  and  Motel 
Association  has  provided  a series  of  ten  courses  leading  to  a certificate 
in  Food  and  Beverage  Management.  In  1972,  CMD  authorized  the  use  of  club 
funds  to  defray  the  cost  of  the  course  for  those  club  managers  who  desired 
to  participate  in  this  program.  To  date,  over  156  have  enrolled  for  at 
least  one  of  the  subcourses.  CMD  receives  quarterly  reports  from  AH&MA  on 
the  status  of  each  student.  Requests  to  enter  the  program  are  sent  to  CMD. 
The  cost  of  each  subcourse  is  $36.00. 

q.  Training  Brief.  In  1974,  CMD  began  development  of  a series  of 
training  briefs  to  assist  the  club  manager  in  establishing  and  conducting  a 
continuous  employee  training  program.  The  briefs  are  intended  for  use  by 
branch  managers,  annex  managers,  and  first-line  supervisors  in  training 
skill-level  employees.  Through  August  1977,  61  briefs  have  been 
distributed.  Surveys  conducted  by  CMD  indicate  the  briefs  are  widely  used 
by  club  managers. 

r.  On-The-Job  Training.  The  majority  of  OJT  is  accomplished  in 
conjunction  with  technical  training  and  management  assistance  visits 
conducted  by  CMD  regional  and  field  offices.  The  assistance  visits  are 
supported  by  material  published  by  the  Training  Branch,  CMD.  The  material 
may  be  carried  directly  to  the  installation  by  a team  or  sent  to  the 
installation  upon  request  from  a library  maintained  at  each  CMD  region. 

3.  Training  Program  Evaluation:  The  two  prime  objectives  of  each  training 
program  are  to  increase  knowledge  and  to  improve  performance.  The 
effectiveness  of  each  training  program  in  terms  of  these  ojectives  is 
measured  through  an  evaluation  process  which  includes  student  testing, 
course  critiques,  after  action  reports,  and  follow-up  observation  by  CMD 
T&A  personnel.  Example  of  various  techniques  used  are: 
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a. 


Club  Management  Course. 


(1)  Students  are  tested  at  the  completion  of  each  major  block  of 
instruction  to  determine  their  knowledge,  understanding,  and  retention  of 
the  subject  matter.  A total  of  eight  examinations  are  administered. 

(2)  Upon  completion  of  the  course,  students  are  requested  to  complete 
the  course  critique  sheets.  These  critique  sheets  are  reviewed  by  the 
course  director  in  order  to  identify  improvements  that  can  be  made  in  the 
POI  and  the  method  of  instruction. 

b .  Executive  Club  Management  Course  (ECMC). 

(1)  Five  tests  are  administered,  one  upon  completion  of  each  block  of 
instruction. 

(2)  Each  Saturday  during  the  course,  the  students  are  asked  to  list 
those  innovative  ideas  they  could  implement  in  their  clubs  based  on 
knowledge  gained  from  the  week's  instruction,  OJT  exercises,  and  field 
trips.  Ninety  days  after  completion  of  the  course,  the  students  are  asked 
to  provide  information  regarding  the  implementation  status  of  their 
innovative  ideas.  This  provides  a means  by  which  HQDA  can  measure  the 
impact  the  ECMC  has  had  on  the  individual  in  terms  of  increased  performance 
or  change  in  club  operations.  CMD,  TAGCEN  is  provided  copies  of  the 
innovative  ideas  submitted  by  students  for  purposes  of  followup. 
Additionally,  a summary  of  innovative  ideas  is  published  in  the  Army  Host 
so  that  other  club  managers  may  share  in  the  educational  experience  of  the 
ECMC. 


(3)  On  the  last  day  of  the  ECMC,  a course  critique  session  is  held  to 
enable  CMD  to  obtain  immediate  feedback  from  the  students  for  evaluation 
purposes.  Additionally,  90  days  after  completion  of  the  course,  students 
are  requested  to  complete  a detailed  critique  sheet. 

c .  Chef's  Course/Armed  Forces  Culinary  Course. 


(1)  Students  are  tested  upon  completion  of  each  block  of  instruction. 

(2)  A course  critique  is  held  on  the  last  day  of  the  course. 

(3)  Students  are  requested  to  list  those  areas  in  which  they  can 
improve  food  service  operation. 

(4)  Additionally,  ICM's  are  requested  to  provide  an  evaluation  of  the 
individual's  performance  over  a 60  day  period  after  completion  of  the 
course . 

d.  Training  Films.  A film  usage  report  is  utilized  to  evaluate 
effectiveness  of  this  training  program. 
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e.  Wo rkshops/Semlnars /Training  Sessions.  Evaluation  of  these  training 
programs  is  based  on  critique  sheets,  testing  where  appropriate,  and  after 
action  reports. 

f.  Intern  Program.  The  effectiveness  of  the  intern  program  will  be 
evaluated  upon  completion  of  the  first  year.  The  interns  are  tested  on 
their  acquired  knowledge  at  the  CMC  and  will  receive  three  eviluations 
during  the  intern  year.  The  evaluation  will  be  prepared  by  the  training 
supervisors  and  CMD  program  coordinator. 

g.  Correspondence  Course.  Students  must  pass  an  examination  to  earn 
credits  for  completion  of  the  correspondence  course.  Test  results  are 
reviewed  by  CMD. 

h.  Programed  Text.  The  effectiveness  of  the  programed  text  is 
measured  by  review  of  the  mastery  examinations  and  comments  submitted  to 
CMD  by  students  participating  in  this  program. 

4.  Training  Survey. 

a'.  A training  profile  was  developed  for  all  club  management  personnel 
in  early  1976.  This  was  accomplished  by  a questionnaire  (HQDA  Ltr 
230-76-1,  Jan  76).  The  purpose  of  the  questionnaire  was  (1)  to  establish  a 
basic  characteristic  profile  of  Array  Club  managers;  (2)  to  establish  a data 
base  from  which  specific  training  recommendations  could  be  made;  (3)  to 
identify  problem  areas;  and  (4)  to  develop  training  programs  or  initiate 
actions  to  correct  problems.  Based  on  information  compiled  from  the 
questionnaire,  TAGCEN  made  over  900  specific  recommendations  to 
installation  commanders  on  training  of  individuals  assigned  to  the  club 
system.  These  recommendations  ranged  from  attendance  at  Executive  Club 
Management  Course  to  enrollment  in  a correspondence  course  in  food  and 
beverage  operations.  Additionally,  where  it  was  indicated  that  an  NCO  was 
working  in  a club  position  but  did  not  hold  the  MOS  00J,  he/she  was  urged 
to  apply  for  entry  into  the  Enlisted  Club  Management  Career  and  Development 
Program.  Individuals  trained  based  on  recommendations  are  shown  below: 


PROGRAM 


TRAINED 


ECMC 

CMC 

Chef's  Course  (EUR) 
Chef's  Course  (CONUS) 
AH&MA 

Special  USAREUR  CMC 


90 

39 

6 

22 

1 


b.  As  a result  of  this  effort,  some  progress  has  been  made,  however, 
it  is  minimal  in  relation  to  the  total  training  recommendations  made.  As 
an  example,  277  persons  were  recommended  for  attendance  at  CMC  based  on  the 
training  profile.  As  shown  above,  only  39  have  attended.  The  training 
output  compared  to  authorized  vs  assigned  strengths  for  FY  75  through 
August  1977  is  reflected  in  Figure  1. 
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5 . Analysis  and  Discussion . 


a.  General 

(l)  Since  FY  08,  2,450  club  management  personnel  have  been  trained 
via  the: 


(a)  Club  Management  Course  (2,143) 

(b)  I CM  Course  (187) 

(c)  ECMC  (120) 

(2)  Although  this  is  a significant  training  output,  it  does  not 
greatly  reduce  the  continued  training  requirement.  Attrition,  retirement, 
the  professional  development  of  officers  under  OPMS,  and  other 
administrative  actions  have  contributed  significantly  to  the  loss  of 
trained,  experience  club  management  personnel.  As  an  example,  data  reports 
as  of  15  August  1977  indicate  195  officer  authorizations  and  assigned 
strength  of  169.  Of  the  169,  124  are  trained  and  45  are  untrained. 


(3)  As  of  November  1976  there  were  225  trained  experienced  officers 
on  active  duty.  Sixty-nine  were  not  being  utilized  in  club  management 
positions  or  control  specialty  code  43. 


(4)  On  24  March  1977  CMD  provided  MILPERCEN  a listing  of  trained 
officers  to  be  utilized  in  club  management  assignments.  These  officers 
were  not  reassigned  to  club  positions.  The  inability  to  utilize  trained 
club  managment  personnel  impacts  directly  on  training  efforts  and  mitigates 
against  the  development  of  a corps  of  well-trained  club  management 
officers. 


(5)  Regarding  noncommissioned  officers,  as  of  15  August  1977,  87 
untrained  noncommissioned  officers  were  performing  duty  in  club  management. 
The  utilization  of  untrained  officers  and  noncommissioned  officers  in  club 
positions,  coupled  with  a high  turnover  rate  (an  average  of  20  months) 
impact  adversely  on  the  maintenance  of'  continuity  of  club  operations. 
Although  conditions  have  somewhat  improved,  the  present  situation  is  not 
much  different  than  the  conditions  that  existed  prior  to  1971. 

Additionally,  it  indicates  a lack  of  effectiveness  in  the  monitorship  role 
of  CMD  to  substantially  improve  the  personnel  management  and  utilization  of 
military  personnel. 

(6)  Comparative  totals  of  authorized,  assigned  and  trained  strengths 
for  FY  75,  FY  76,  and  FY  77  are  shown  at  Figure  1.  The  analysis  shows  that 
assigned  strength  continuously  exceeds  the  number  of  authorized  personnel. 

b.  Formal  Training  (CMC/ECMC).  Although  revisions  of  the  POI  have 
improved  both  courses  and  added  flexibility,  it  appears  that  additional 
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updating  may  be  required.  An  analysis  of  course  content  was  conducted  to 
measure  the  amount  of  time  spent  on  topics  which  have  been  found  to  be 
common  deficiencies  in  club  operations  by  CMD,  USAAA,  and  the  DAIG.  A 
table  showing  the  eight  major  areas  of  deficiency  is  shown  at  Figure  2. 

The  chart  in  Figure  3 indicates  the  amount  of  time  devoted  to  these  areas 
in  both  the  CMC  and  ECMC.  The  analysis  shows  that  less  than  25  percent  of 
the  available  training  time  in  either  course  with  a broad  spectrum  to  cover 
in  7 weeks,  it  would  be  difficult  to  increase  emphasis  on  problem  areas. 
However,  the  ECMC  is  more  flexible  and  additional  time  could  be  programed 
for  discussion  of  repetitive  problems. 

c.  Skill  Training  (Advanced  Food  Management/ Armed  Forces  Culinary 
Course).  The  necessity  for  this  program  is  borne  out  by  the  training 
profile  which  showed  that  the  majority  of  individuals  in  these  skill 
positions  had  no  formal  training  or  had  not  received  any  refresher  training 
in  a number  of  years.  The  projected  cost  of  approximately  $250  per  student 
(exclusive  of  travel)  is  considered  to  be  well  within  the  range  of  cost 
effectiveness. 

d.  Correspondence  Courses.  To  date,  over  156  individuals  have 
enrolled  in  at  least  one  subcourse  of  the  AH&MA  series.  However,  records 
do  not  indicate  that  any  individual  assigned  to  the  club  system  has 
completed  the  entire  series  and  received  certification.  It  appears  that 
many  managers  take  a course  covering  an  area  of  perceived  weakness  and  then 
withdraw  from  the  series.  If  this  is  true  and  the  club  system  receives 
benefit  through  improved  procedures,  the  cost  of  $36  per  subcourse  is 
minimal. 


e.  Programed  Text.  This  document  has  not  been  in  the  field  long 
enough  for  meaningful  evaluation.  However,  because  of  its  direct 
application  to  Army  procedures  and  its  potential  for  upgrading  knowledge  of 
regulations,  it  appears  to  have  substantial  merit.  The  cost  to  produce  the 
three  volumes  was  $38,000. 

f.  Intern  Program.  Though  still  in  its  first  year,  which  precludes 
objective  evaluation,  this  program  appears  to  offer  the  club  system  an 
opportunity  to  inject  new  life  into  its  management  structure.  The  program 
is  competitive  in  recruiting  talent  from  colleges  but  its  future  will  be 
doubtful  unless  a viable  career  program,  with  upward  mobility  can  be 
established . 

g.  Advanced  Civil  Schooling.  This  program  is  extremely  worthwhile  in 
its  objective  but  the  criteria  for  selection  should  be  evaluated.  At 
present  no  requirement  exists  for  prior  experience  in  the  hospitality 
field,  but  all  the  designated  positions  for  utilization  of  graduates  are  in 
the  T&A  Division  of  CMD.  Consequently,  a person  with  no  club  experience 
may  receive  the  training,  report  to  CMD  for  utilization,  and  face  a 
credibility  problem  in  performing  onsite  assistance.  The  system  also  may 
tend  to  neglect  proven  club  managers  in  favor  of  newcomers  who  may  have 
good  records,  but  no  experience  in  this  highly  specialized  field. 
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h.  Training  With  Industry.  The  exposure  of  high  quality  military  club 
managers  to  a period  of  on-the-job  training  in  civilian  industry  is 
valuable  to  the  club  system  and  the  individual.  In  addition,  the  program 
is  economical  for  the  Army  and  does  not  impose  a strain  on  club  personnel 
through  long  periods  of  time  away  from  their  duty  assignments.  The  60-90 
day  training  period  can  be  granted  as  TDY  enroute  to  new  duty  assignments. 
The  criteria  for  selection  of  personnel  for  participation  should  be  defined 
and  publicized,  and  the  program  should  be  accelerated. 

i.  Continuing  Education/ Seminar s/Workshops . These  informal  training 
vehicles  are  valuable  in  that  selected  topics  can  be  presented  in  a short 
period  at  minimum  cost  to  the  Army  or  the  club  system.  In  addition  to  CMD 
sponsored  sessions,  civilian  organizations  such  as  Club  Managers 
Association  of  America  (CMAA)  and  National  Restaurant  Association  (NRA) 
have  an  annual  program  of  worthwhile,  2 to  3 day  workshops  throughout 
CONUS.  CMD  should  encourage  participation  in  these  programs  through 
publicity  and  information  letters  to  commanders.  CMD  sponsored  workshops 
should  continue,  on  a regional  basis,  with  more  emphasis  on  common  problems 
and  deficiences  (see  para  5b).  Maximum  use  of  CMD  staff  for  instructors, 
as  opposed  to  contract  speakers,  would  ensure  more  relative  and  beneficial 
instruction  while  simultaneously  reducing  costs. 

j.  Training  Films.  This  effort  has  proven  worthwhile  in  that  subjects 
and  presentation  can  be  oriented  to  Army  club  management  needs.  Regulatory 
provisions,  as  well  as  commonly  accepted  business  procedures,  can  be 
stressed,  especially  in  CMD  produced  films.  More  aggressive  use  should  be 
made  of  this  training  aid  through  use  by  TT&MA  teams  as  a standard  part  of 
each  visit.  The  conduct  of  an  employee  training  session  by  CMD  personnel 
would  be  a benefit  to  the  club  employees  concerned  and  also  serve  to  show 
management  how  to  conduct  training. 

k.  Training  Briefs.  These  publications  cover  a wide  spectrum  of 
subjects  which  can  be  very  useful  to  management.  Unfortunately  most  clubs 
do  not  have  complete  sets  of  those  published  to  date  which  raises  doubt  as 
to  whether  they  are  being  used  as  intended.  The  cumulative  content  of  the 
briefs  could  be  a valuable  basis  for  a standard,  Army  club  operations 
manual . 

6.  Conclusions . CMD  has  an  aggressive,  multi-faceted  training  program 
which  is  ongoing  and  flexible.  Maximum  benefit  can  be  realized  from  the 
program  through  more  emphasis  on  instruction  to  correct  repetitive 
operating  deficiences,  and  establishment  of  employee  training  programs  at 
installation  level. 


J 
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TRAIN  E1G  OUTPUT  COMPARED  TO  AUTHORIZED  AND 
ASSIGNED  STRENGTH' 


FY  1975 

AUTHORIZED 

ASSIGNED 

TRAINED 

Off icer 

76 

179 

115 

64 

Warrant 

120 

134 

115 

86 

till  i steel 

459 

576 

365 

63 

655 

089 

595 

67 

FY  1976 

Officer 

105 

204 

107 

52 

Warrant 

140 

138 

138 

100 

Enlisted 

595 

612 

335 

63 

840 

954 

630 

66 

AUG  1977 

Officer 

195 

169 

124 

73 

Warrant 

69 

96 

96 

100 

Ei  .listed 

655 

696 

609 

88 

919 

951 

829 

86 

FIGURE  2 


AliALYSIS  OF  RECURRING  CLUE  DEFICIIICIES 


The  following  eight  r.ajor  subject  areas  are  recurring  club  deficiencies 
wilier,  liave  been  addressed  by  the  technical  training  and  assistance  teams 
of  CM! , in  258  visits  during  calendar  year  197G.  This  table  slows 
tiie  ccmonality  of  subject  areas  between  observations  made  by  CMD  and 
those  made  by  tiie  US  Army  Audit  Agency  in  tiie  Advisory  Report  to  Field 
Conr.ianders  (Report  HQ  77-A1  JAN  77)  and  tiie  results  of  the  special 
inspection  of  Army  Club  Management  by  the  Inspector  General  in  Nov  76. 


SUBJECT  AREA 

OP 

USAAA 

TTC 

1. 

Food  Cost  Control 

(Recipes,  Menu  Pricing,  Inventory 
procedures,  guest  check  control) 

V 

X 

2. 

Bar  Cost  Control 

(Cash  control,  inventory  procedures, 
portion  control,  oost/price  relation- 
ship, sales  accountability) 

X 

X 

3. 

labor  Cost  Control 

(Employee  mix,  scheduling,  overtire 

control,  incore/cost  relationship, 
administrative  and  departmental 
staffing  guides) 

X 

X 

X 

4. 

Budgeting 

(Development,  execution  plan, 

i 

review  & analysis,  adjustments) 

X 

X 

X 

5. 

Management  Information  System 
(Annex,  Branch,  ICM) 

X 

6. 

Procurement  - UAF 

^Requirements,  specifications,  cost 
estimate,  sources,  lead  time) 

X 

X 

7. 

Stock  Management 

(Card  or  file  maintenance,  reorder 

points,  minimum  & maximum  stock 

levels,  order  & si-tipping  time, 
inventory  turnover  rates) 

X 

X 

6. 

Control  of  Fixed  Assets 
(Accountability,  identification 

inventory  process,  reconciliation) 

X 

X 

X 

FIGURE  3 


HOURS  OF  INSTRUCTION 


ac 

b ac 

TOTAL 

Food  Cost  Control 

12 

6 

18 

Bar  Cost  Control 

13 

6 

19 

Labor  Cost  Control 

11 

4 

15 

Budgeting 

16 

9 

25 

.lanagarant  Info  Systan 

1 

1 

2 

Procurement  - liAF 

4 

3 

7 

Stock  Managanent 

6 

6 

12 

Control  of  Fixed  Assets 

2 

1 

u 

■ 

' 

TOTAL 

65 

36 

101 

Appendix  4-B 
Military  Personnel 

1.  Background. 

a.  Army  club  management  military  personnel  deficiencies  were 
documented  in  five  previous  studies  and  are  synopsized  below: 

(1)  In  1970,  a study  conducted  by  the  Continental  Army  Command 
(CONARC)  found  the  open  mess  management  system  inadequate  in  both  numbers 
of  personnel  and  management  skills. 

(2)  This  finding  of  the  CONARC  study  was  substantiated  by  a 1971 
Booz-Allen  and  Hamilton  study  which  recognized  the  shortage  of  qualified 
management  personnel  as  the  single  most  critical  problem  facing  the  Army 
club  system  and  recommended  formal  career  fields  be  established  to  attract 
and  retain  military  and  civilian  club  managers. 

(3)  A 1975  US  A.  my  Audit  Agency  report  supported  the  personnel 
findings  of  prior  studies  and  further  recommended  TAG  continue  emphasis 
towards  identifying  and  validating  club  management  positions  and  to  fill 
such  positions  with  qualified  personnel. 

(4)  In  1976,  The  Inspector  General  (IG)  reported  that  the  shortage  of 
quality  personnel  was  adversely  affecting  efficient  Army  Club  operations. 
The  IG  recommended  The  Adjutant  General  Center  (TAGCEN),  in  conjunction 
with  the  Military  Personnel  Center  (MILPERCEN),  establish  procedures  to 
assign  qualified  NCO's  for  the  club  management  specialty  and  attempt  to 
dispel  negative  preceptions  of  the  club  career  field. 

(5)  Based  on  TIG  findings,  the  Vice  Chief  of  Staff,  Army  directed  an 
independent  study  of  the  Army  club  system  in  1977.  This  study  also  found 
personnel  problems.  Apparent  repetitive,  successive  assignments  for  club 
management  specialty  officers,  regardless  of  other  primary  or  alternate 
Officer  Personnel  Management  Specialty  (OPMS),  appeared  to  be  detrimental 
to  officer  career  development.  The  VCSA  study  group  also  concluded  that 
the  use  of  military  personnel  in  clubs  appeared  to  be  a "marginally 
effective  use  of  authorized  military  manpower."  A recommendation  of  the 
study  for  HQDA  to  conduct  a study  of  the  feasibility  of  maximum 
civilianization  of  installation  club  system  management  positions  was 
approved  by  the  VCSA  in  May  1977. 

b.  Since  1970,  the  Army  has  taken  positive  and  continuing  actions  to 
improve  the  quality  and  professionalism  of  club  management  military  per- 
sonnel. A separate  club  management  career  field  has  been  established  for 
officers,  warrant  officers,  and  enlisted  personnel.  Diversified  training 
programs  as  outlined  by  apppendix  4-A  have  been  established  to  provide 
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club  management  personnel  the  knowledge  and  skills  required  to  enable  them 
to  perform  as  professionals.  Club  management  personnel  requirements  have 
been  recognized  and  validated  as  TDA  authorizations.  in  spite  of  these 
and  many  other  accomplishments  as  delineated  herein,  problems  continue  to 
exist  in  the  use  of  military  personnel  in  the  club  managment  program. 

2.  Discussion. 

a.  Staffing. 

(1)  DA  PAM  570-551  provides  guidance  for  staffing  of  installation 
club  systems. 

(2)  DA  PAM  570-551  is  considered  an  adequate  source  doucment  with 
which  to  estimate  initial  personnel  requirements  for  an  installation  club 
system.  However,  it  is  only  a guide  and  provides  for  personnel  staffing 
based  on  a 40-hour  work  week  using  average  monthly  gross  sales  of  the  club 
system  as  the  only  criterion.  Actual  installation  club  system  staffing 
requirements  can  only  be  established  by  a manpower  survey  that  examines 
all  facets  of  a particular  system  to  include:  sales,  protocol 
requirements,  number  of  annexes  and  their  geographical  configuration, 
additional  activities  to  operate  such  as  swimmng  pools  and  golf  courses, 
level  of  the  headquarters  located  on  the  installations,  etc. 

(3)  Fluctuation  of  authorizations  in  the  past  3 years  has  resulted  in 
MOS  021A  being  overstrength.  This  has  necessitated  involuntary  reclas- 
sification actions  for  approximately  25  club  management  warrant  officers. 
Due  to  the  reclassification  action  and  the  relatively  small  number  of  club 
management  warrant  officers  now  authorized  (70  as  of  June  1977),  the 
viability  of  the  club  management  warrant  officer  career  field  was 
adversely  affected. 

(4)  In  December  197b,  HCJDA  requested  MACOM's  to  reevaluate  staffing 
criteria  for  officer  branch  manager  positions.  HQDA  recommended  that 
these  positions  be  converted  to  warrant  officers  rather  than  commissioned 
officers  and/or  enlisted  positions.  MACOM  responses  indicated  that 
beginning  FY  7b,  a total  of  13  additional  officer  branch  manager  positions 
would  be  converted  to  warrant  officer  positions. 

(5)  In  April  1977,  a DCSPER  study  group  recommended  that  all  club 
management  warrant  officer  positions  be  converted  to  civilian  or  enlisted 
positions.  This  proposal  was  forwarded  to  MACOM's  for  coordination  and 
responses  received  indicated  that  MACOM's  concur  in  conversion  of  only  29 
of  the  bl  warrant  officer  positions  identified. 

(b)  Large  variances  in  club  management  category  (OFF,  WO,  ENL) 
authorizations,  based  on  MACOM  validations  on  a year-to-year  basis,  during 
the  period  1 97 5—1 97b , caused  severe  personnel  management  problems  in  the 
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areas  of  accessions,  assignment,  utilization,  promotion,  and  career  field 
viability.  The  results  were  severe  personnel  turbulence  and  adverse 
morale  for  personnel  assigned  club  management  duties.  As  an  example,  in 
1975  liSAREUk  converted  approximately  50  club  warrant  oflicer  positions  to 
commissioned  ofticer  positions. 

(7)  To  stabilize  club  management  authorizations  and  to  permit  accu- 
rate procurement  and  timely  training  of  personnel,  on  2b  November  1975 
MACUM' s were  requested  to  revalidate  all  club  management  personnel  author- 
izations in  support  of  installation  club  systems  (HQDA  ltr,  Club 
Management  Command  and  Control  TDA  Positions  ( KCS  AG  (OT))  713,  26 
November  1975).  To  ensure  that  authorizations  remained  fairly  constant 
after  validation,  MACOM' s were  also  informed  that  once  their  requirements 
were  approved,  changes  thereto  could  not  be  made  without  prior  HQL)A 
approval.  This  requirement  is  being  included  in  a change  to  AR  310-49, 

The  Army  Authorization  Documents  System  (TAADS). 

b.  Recruiting. 

(1)  TAGCEN  and  MlLPKRCEN  recruit  personnel  into  the  Enlisted  Club 
Management  Career  and  Development  Program  (ECMC  4 DP).  Award  of  MOS  OOJ 50 
is  contingent  upon  successful  completion  oi  the  Club  Management  Course. 

The  program  is  99  percent  full.  This  represents  considerable  progress  in 
reducing  the  continuing  shortage  of  enlisted  personnel  in  the  club 
management  career  program. 

(2)  Warrant  officer  procurement  is  based  on  Army  requirements  for  MOS 
02 1 A and  procurement  action  is  accomplished  by  M1LPERCEN. 

(3)  Officers  are  not  recruited  but  are  designated  by  M1LPERCEN  into 
SC  43  on  a voluntary  or  involuntary  basis.  SC  43  is  a basic  entry 
specialty  for  Adjutant  General  Corps  officers  and  an  alternate  (advanced) 
specialty  for  other  officers. 

(4)  Since  the  implementation  of  OPMS,  M1EPERCEN  has  requested 
officers  to  voluntarily  request  designation  of  club  management  (SC  43)  as 
their  alternate  specialty  in  order  to  meet  Army  requirements.  These 
efforts  have  been  marginally  successful  in  attracting  sufficient  officers 
in  the  quantity  and  quality  required.  Consequently,  M1LPERCEN  and 
installation  commanders  have  been  required  to  involuntarily  assign  some 
officers  to  club  management  duties. 

c.  Screening. 

(1)  TAGCEN  reviews  applications  from  enlisted  personnel  for  entry 
into  MOS  U0J5U  to  assess  qualifications  and  capabilities  and  conducts 
Criminal  Investigation  Division  (C1D)  and  intelligence  file  reviews. 
Applications  are  forwarded  to  M1LPERCEN  with  appropriate  recommendations 
for  acceptance  into  the  program. 
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(2)  Officers  and  warrant  officers  are  screened  by  MILPKKCEN. 

d.  Quality  of  Military  Personnel.  A study  of  the  quality  of  military 
club  management  personnel  was  completed  by  MILPEKCEN  in  April  1977. 

Si  ■ * t icant  findings  are  summarized  below: 

( 1 ) Of  f icers. 

(a)  The  overall  quality  of  32  company  grade  officers,  Combat  Arms 
Division,  SC  43,  is  considered  slightly  below  average.  Officers  with 
promotion  potential  total  53  percent.  The  remaining  47  percent  (including 
five  officers  previously  nonselected  for  promotion)  have  limited  promotion 
potential.  Of  these  32  officers,  19  percent  are  inexperienced  and  78 
percent  are  untrained. 

(b)  The  quality  of  three  company  grade  officers,  Combat  Arms  Support 
Division,  is  considered  average.  One  officer  is  trained  but  inexperienced 
while  the  other  two  have  neither  training  or  experience. 

(c)  The  overall  quality  of  151  company  grade  officers,  Combat  Service 
Support  Division,  is  considered  exceptional.  The  education  level  of  these 
151  officers  shows  that  80  percent  possess  a college  degree  and  11  percent 
possess  an  advanced  degree.  Of  these  151  officers,  51  percent  are  both 
trained  and  experienced,  2 percent  are  either  trained  or  experience,  and 
47  percent  are  untrained  and  have  no  experience. 

(d)  The  overall  quality  of  94  majors,  SC  43,  is  considered  to  be 
below  average.  Of  these  94  majors,  24  percent  were  nonselect  for  pro- 
motion; however,  90  percent  possess  either  an  undergraduate  or  advanced 
degree.  Additionally,  45  percent  are  both  trained  and  experienced,  33 
percent  are  either  trained  or  experienced,  and  32  percent  possess  no 
training  or  experience. 

(e)  The  quality  of  34  lieutenant  colonels,  SC  43,  is  considered  above 
average.  Of  these  34  lieutenant  colonels,  26  percent  possess  an  advanced 
degree,  44  percent  have  completed  CGSC,  and  92  percent  are  either  trained 
or  experienced. 

(2)  Warrant  Officers. 

(a)  The  overall  quality  of  club  management  warrant  officers  is 
considered  to  be  above  average.  Of  the  136  warrant  officers  (98  with  PMOS 
021A),  68.4  percent  have  at  least  1 year  of  college  and  15.4  percent  have 
an  undergraduate  degree  or  higher. 

(b)  All  but  one  warrant  officer  is  trained  and  the  136  (PMOS  & SMOS) 
club  warrant  officers  have  an  aggregate  average  length  of  experience  of  55 
months . 
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(c)  Of  the  9b  warrant  officers  (PMOS),  60  are  considered  above 
average  or  outstanding. 


(3)  Enlisted  Personnel. 

(a)  The  quality  of  club  management  enlisted  personnel  is  considered 
average  based  on  comparison  of  their  civilian  education  levels  with  the 
Army-wiae  enlisted  civilian  education  levels.  Of  5b5  club  managers 
surveyed,  99  percent  have  a high  school  or  higher  education  while  the 
Army-wide  percentage  of  enlisted  personnel,  with  an  education  level  o£ 
high  school  or  higher,  is  83.7  percent. 

( b)  All  enlisted  personnel  holding  PMOS  00J  are  school  trained  since 
a prerequisite  for  award  of  the  MOS  is  completion  of  the  Army  Club 
Management  Course. 

(4)  In  the  past  2 years,  the  quality  of  military  club  management 
personnel  has  improved  and  continues  to  improve.  The  overall  quality  of 
current  military  club  personnel  is  not  considered  by  either  M1LPERCEN  or 
TAGCEN  to  be  below  average. 

e.  Assignments  and  Utilization. 

(1)  MILPERCEN  has  responsibility  for  the  assignment  of  military 
personnel,  including  club  management  personnel. 

(2)  In  accordance  with  AR  230-60,  CMD,  TAGCEN  provides  MILPERCEN 
advice  and  assistance  on  assignments  of  club  personnel.  Additionally, 

CMD,  TAGCEN  attempts  to  monitor  the  assignments  of  military  personnel 
being  assigned  to  installation  club  systems.  This  monitorship,  however, 
is  considered  to  be  ineffective.  The  reason  is  that  CMD,  TAGCEN  does  not 
have  the  necessary  information  and  required  coordination  with  MILPERCEN  to 
effectively  accomplish  its  assigned  monitorship  function. 

(3)  Currently,  assignments  of  military  personnel  to  club  management 
positions  are  made  with  limited  advice  and/or  assistance  from  CMD,  TAGCEN. 
Additionally,  designation  of  the  officer  club  management  specialty, 
primary  and  alternate,  is  made  with  little  or  no  coordination  with  CMD, 
TAGCEN. 

(4)  In  the  opinion  of  the  study  group,  CMD,  TAGCEN  will  continue  to 
be  ineffective  in  the  accomplishment  of  its  assigned  club  monitorship 
function  as  currently  outlined  in  AR  230-60  until  its  monitorship  role  is 
clearly  and  definitively  defined. 

(5)  In  view  of  the  above  and  to  facilitate  the  assignment  process, 
the  study  group  recommends  that  CMD,  TAGCEN  provide  MILPERCEN  a 
categorization  of  each  installation  club  system.  This  categorization 
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would  enable  MILPERCEN  assignment  personnel  to  match  an  individual's  club 
management  training  and  experience  level  to  the  individual  annex  or  club 
system  to  which  he/she  should  be  assigned  to  ensure  effective  and  effi- 
cient management  and  career  development . Where  extenuating  circumstances 
preclude  the  assignment  of  an  individual  or  in  accordance  with  the 
categorization  criteria,  MILPERCEN  assignment  personnel  would  solicit  the 
advice  and  assistance  of  CMU,  TAGCEN. 

(b)  Utilization  and  the  ultimate  assignment  of  SC  43  officers  are  the 
responsibility  of  installation  commanders.  Once  the  officer  has  been 
assigned  to  fill  a requirement,  it  is  extremely  difficult,  if  not 
impossible,  for  HQDA  to  control  the  officer's  utilization.  Consequently, 
regardless  of  primary  or  alternate  specialty,  SC  43  officers  may  be 
assigned  to  other  than  club  management  positions  due  to  local  mission 
priorities. 

(7)  Enlisted  personnel  in  the  club  management  career  program 
currently  find  themselves  on  orders  to  another  overseas  assignment  after 
an  average  stabilized  tour  in  CONUS  of  18.3  months.  This  condition 
developed  due  to  the  large  number  of  overseas  position  authorizations, 
primarily  in  USAKEUK. 

(8)  In  June  1977,  the  Enlisted  Personnel  Management  Directorate 
(EPMD),  MILPERCEN  initiated  action  to  alleviate  the  enlisted  club 
managers'  CONUS  turnaround  time  problem.  As  a solution  to  the  problem, 
MILPERCEN,  if  approved  by  DCSPER,  will  fill  MOS  00J50  to  125  percent 
strength  which  will  increase  the  turnaround  time  to  30  months.  EPMD  has 
also  proposed  that  at  one  point  in  a service  member's  career  as  a club 
manager,  he/ she  be  assigned  to  duty  in  his/her  SMOS  after  completing  an 
overseas  tour.  After  a tour  in  his/her  SMOS,  the  service  member  would 
attend  a refresher  course  in  club  management  prior  to  reassignment  in  this 
PM  OS  , 00  J 50. 

(9)  Installation  commanders  have  the  responsibility  to  ensure  that 
only  qualified  club  management  personnel  are  assigned  to  authorized  club 
positions.  Due  to  shortages  of  club  management  personnel,  the  installa- 
tion commander  is  often  hard  pressed  to  fulfill  this  responsibility.  On 
the  other  hand,  some  installation  commanders  relieve  a club  manager  from 
duty  and  do  not  document  this  action  by  submitting  an  appropriate  relief 
evaluation  report  before  requesting  a replacement.  MILPERCEN,  receiving 
such  a premature  requisition,  consults  the  installation  PRA  which  shows 
they  have  an  individual  with  the  authorized  grade  currently  assigned; 
therefore,  MILPERCEN  cannot  validate  the  requisition.  The  installation 
commander  then  assigns  a local  asset,  in  most  cases  untrained,  to  fill  the 
vacant  club  position.  The  result  is  an  untrained,  inexperienced  indivi- 
dual working  in  clubs,  a trained  individual  not  working  in  a club  posi- 
tion, and  a greater  potential  for  club  operations  to  further  deteriorate. 
Until  such  time  as  club  management  career  fields  are  at  100  percent 
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strength  and  all  commanders  properly  utilize  club  personnel  in  managing 
their  club  system,  the  Army  will  continue  to  experience  malassignment  of 
military  club  management  personnel, 

f.  Appraisal, 

(1)  Installation  Club  Managers  (1CM)  are  normally  rated  by  the 
installation  DPCA/DCSPER.  Officer  and  NCO  branch  managers  have  their 
performance  rated  by  the  1CM.  Annex  managers  are  rated  by  their 
respective  branch  managers  and  indorsed  by  the  ICM, 

(2)  The  criteria  for  evaluation  of  performance  varies  from  instal- 
lation to  installation  and  an  apparent  dichotomy  exists  between  the 
perceived  performance  of  a manager  by  the  installation  commander  and  CMD, 
TAGCEN.  CMD,  TAGCEN  establishes  criteria  for  the  measurement  of  manage- 
ment effectiveness  at  the  installation.  Management  performance  is  based 
on  financial  data  received,  i.e.,  their  ability  to  meet  budgeted  goals  and 
achieve  financial  stability  and  on  the  observations  of  CMD,  TAGCEN 
technical  training  and  management  assistance  teams.  This  evaluation  of 
management  performance  is  often  reflected  in  the  recommendations  of  TAGCEN 
visits  and,  in  some  cases,  TAGCEN  recommends  relief  of  the  manager.  In 
some  cases,  the  installation  commander  bases  the  Officer  Efficiency  Report 
(OER)  on  performance  criteria  contrary  to  DA  goals  and  subsequently  the 
individual  club  manager  is  caught  between  the  two  and  sometimes  suffers 
the  consequences  of  a deficient  OER. 

g.  Additional  Compensation  for  Enlisted  Club  Managers. 

(1)  Under  current  policy,  installation  commanders  are  authorized,  at 
their  discretion,  to  pay  enlisted  club  managers  for  hours  worked  in 
addition  to  normal  duty  hours  up  to  a maximum  of  24  hours  per  week.  The 
authorization  for  pay  is  contingent  upon  the  profitability  of  the  club 
branch  to  which  the  enlisted  manager  is  assigned. 

(2)  This  extra  pay  for  military  club  managers  has  been  a common 
practice  in  the  Army  for  more  than  20  years.  This  delicate  policy  was 
developed  after  careful  consideration  of  alternatives  to  incentive 
programs  for  enlisted  managers.  Incentive  pay  in  the  private  sector 
reaches  as  high  as  40  percent  of  net  income  and  serves  to  attract 
qualified  Army  club  managers  to  the  private  sector.  Without  an  incentive 
program  in  the  Army  club  system,  it  would  be  extremely  difficult  to 
attract  and  retain  enlisted  personnel  in  the  club  management  career  field 
in  the  quantity  and  quality  currently  required. 

(3)  Pay  for  extra  hours  worked  appears  to  have  favorably  influenced 
the  financial  performance  of  many  individual  club  systems  and  the 
recruitment  and  retention  of  qualified  personnel. 
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h.  Carter  Development. 
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(1)  M1LPKRCCN  controls  assignments  and  subsequently  career 
developmen t of  military  personnel  in  the  club  management  career  fields. 

(2)  Career  development  of  -lub  management  commissioned  officers  has 
in  the  past  been  extremely  difficult  under  OPMS.  Under  OPMS  an  officer 
must  become  proficient  in  two  specialties.  However,  the  requirement  for 
successive  assignments  in  the  dynamic  service  and  commercially  oriented 
business  of  club  management,  in  order  to  remain  proficient,  has  mitigated 
against  club  officers  achieving  this  dual  specialty  proficiency.  This  has 
resulted  in  reduced  promotion  rates  for  club  management  officers  in  the 
past . 

(3)  HQDA  is  aware  of  this  problem  as  specialties  other  than  club 
management  are  experiencing  the  same  difficulties.  Therefore,  HQDA  is 
taking  strong  action  to  ensure  that  OPMS  becomes  viable  and  in  turn,  the 
specialties  under  OPMS  will  become  viable.  This  positive  action  by  HQDA 
was  evident  in  the  special  instructions  presented  to  the  July  1977,  AUS, 
colonel  selection  board  (Annex  A).  These  instructions  directed  the  board, 
after  the  board  had  selected  the  maximum  number  of  officers  for  promotion, 
to  identify  for  promotion  those  officers  with  designated  shortage 
specialties  that  it  deemed  qualified.  An  additional  number  of  selection 
quotas  equal  to  the  officers  thus  selected  would  be  granted  to  effect 
their  promotion.  Similar  instructions  to  all  promotion  boards  in  the 
future  will  ensure  the  viability  of  all  specialties  under  OPMS. 

(4)  The  club  management  specialty  (SC  43)  has  in  the  past  year 
increased  its  viability.  In  1976,  the  AUS  04  promotion  board  selected 
only  18.4  percent  of  the  club  management  officers  considered  for  promotion 
while  the  1977'  board  selected  47.6  percent. 

(5)  Considerable  progress  has  been  made  to  make  club  management 

(SC  43)  a viable  specialty  under  OPMS.  Notwithstanding,  a club  management 
assignment  is  still  viewed  by  many  officers  as  not  being  professionally 
enhancing.  The  current  Army  philosophy  that  "all  assignments  are  good 
assignments"  must  be  articulated  to  all  Army  officers  to  include  the 
importance  of  the  club  management  function.  Instructions  to  this  effect 
must  be  provided  to  DA  promotion  selection  boards  and  other  selection 
boards  (selection  for  schooling,  regular  Army,  etc.).  Positive  and 
continuing  actions  at  all  levels  are  required  to  eliminate  any  remaining 
negative  perceptions  concerning  the  club  management  program. 

3.  Conclusions. 

a.  Staffing.  Current  methods  of  staffing  Army  clubs  appear  adequate. 
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b.  Recruiting. 

(.1)  Efforts  towards  recruiting  enlisted  personnel  into  00J50  appear 
to  tiave  been  and  continue  to  be  successful. 

(.2)  Eftorts  to  attract  officers  to  SC  43  appear  to  be  marginally 
successcul  as  many  have  been  involuntarily  designated  this  specialty. 

(.3)  efforts  towards  attracting  warrant  officers  to  MOS  021A  appear  to 
have  been  adversely  affected  by  fluctuations  in  validations. 

c.  Screening.  Current  methods  of  screening  applicants  appear 
adequate . 

d.  Accessions. 

(1)  TAGCEN's  recommendations  for  selection  into  00J50  are  generally 
approved.  M1LPERCEN  controls  accessions  to  MOS  U21A  and  SC  43 
irrespective  of  responsibilities  charged  to  TAGCEN  in  this  area. 

(2)  MIlPERCEN  efforts  towards  infusing  quality  personnel  into  club 
management  specialities  is  resluting  in  an  overall  improvement  of  military 
personnel  in  this  field. 

e.  Assignment. 

(1)  There  appears  to  be  little  that  can  be  done  to  control 
assignments  at  the  installation  level. 

(2)  TAGCEN's  knowledge  of  specific  club  operations,  familiarity  with 
individual  club  systems,  information  pertinent  to  unique  position 
requirements,  and  other  related  information  may  be  provided  to  MILPERCEN 
for  consideration  in  making  personnel  assignments. 

f.  Appraisal. 

(1)  Negative  perceptions,  assignment  of  unqualified  personnel  to  club 
management  positions,  and  successive  and  repetitive  club  assignments  for 
officers  have  adversely  impacted  on  performance  of  duty  and  evaluation  of 
club  management  personnel. 

(2)  Part-time  compensation  for  enlisted  club  managers  appears  to  have 
favorably  influenced  the  financial  performance  of  many  individual  club 
systems  and  the  recruitment  and  retention  of  qualified  enlisted  personnel. 

g.  Gareer  Development. 
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(1)  Hi^UA  must  continue  to  take  positive  action  to  increase  the 
viability  of  club  management  specialty  (SC  A3)  as  a viable  career  field 
for  officers  unuer  OPMS. 

(2)  The  club  management  warrant  officer  field  and  the  use  of  warrant 
officers  as  club  managers  should  be  continued. 

(3)  Recent  MILPERCEN  actions  appear  to  have  strengthened  the 
integrity  of  MGS  00J50. 

4.  Recommendations. 

a.  That  the  upcoming  revision  to  AR  230-60  clarify  the  actual  rela- 
tionship between  MILPERCEN  and  TAGCEN  regarding  the  assignment  of  club 
management  personnel  as  follows: 

(1)  M1LPERCEN — Exclusively  responsible  for  making  worldwide 
assignments  of  officer,  warrant  officer,  and  enlisted  personnel  to  club 
management  positions  in  accordance  with  Army  requirements,  professional 
development  considerations,  and  individual  desires. 

(2)  TAGCEN — Responsible  for  the  provision  of  information  to  MILPERCEN 
regarding  club  operations,  individual  club  systems,  unique  position 
requirements,  and  related  information  deemed  appropriate  for  consideration 
by  MILPERCEN  in  the  assignment  process. 

b.  That  HQDA  continue  to  take  positive  action  to  eliminate  the  nega- 
tive preception  regarding  assignments  to  club  management  positions  and  to 
improve  viability  of  Specialty  Code  43,  Club  Management , as  a separate 
specialty  under  OPMS. 
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SUBJECT:  Change  1 to  the  Letter  of  Instruction  to  the  Colonel,  AL5 
Selection  Board  for  Amy,  Judge  Advocate  General  Corps,  and 
Chaplain  Promotion  Lists 


President,  Colonel,  AUS,  APL,  JAGC  and  CH  Promotion  Selection  Board 


1.  Reference  Letter  of  Instruction  to  the  Colonel,  AUS,  Selection  Board 
for  Army,  JAGC,  and  CH  Promotion  Lists,  dated  S July  1977  from  Secretary 
of  the  Army. 

2.  Paragraph  3e  is  to  be  added  as  follows:  "Minimum  Specialty  Quotas. 
Underaligned  specialties  and  minimum  quotas  for  Colonels  to  meet  Army 
requirements  have  been  identified.  They  will  be  provided  later  as  an 
addition  to  this  LOI.  Minimum  specialty  quotas  will  be  presented  to  the 
board  after  the  board  has  selected  its  maximum  authorized  number  of 
officers.  Selectees  added  to  the  list  to  meet  specialty  quotas  will 

come  from  those  officers  selected  3S  best  qualified  by  one  o>"  more  panels. 
Officers  added  to  the  list  to  meet  specialty  requirements  are  to  be 
selected  by  a majority  vote  of  the  board  membership.  Should  the  board 
determine  that  the  population  of  best  qualified  officers  within  a 
specialty  does  rot  support  selection  for  promotion,  the  President  will 
report  this  shortfall  by  specialty  in  his  after  action  report." 

3.  Add  a para  2d  to  Incl  1,  Administrative  Instructions  to  LOI  as  follows: 
"During  the  voting,  the  board  will  be  tasked  to  select  a sufficient  number 
of  officers  to  fill  the  minimum  number  of  quotas  which  have  been  identified 
with  specialties  which  are  underaligned  in  strength  versus  requi rements . 
Those  officers  so  identified  must  be  the  best  qualified  from  among  these 
with  the  specialty  designation  being  considered  and  who,  applying  the 
whole  person  concept,  are  fully  qualified  for  promotion." 

A.  Redesignate  current  para  2d  to  Incl  1,  Administrative  Instructions  to 
LOI,  as  para  2e. 


Clifford  L.  Alexander,  Jr. 


1.  Authori ty . This  selection  board  is  appointed  under  the  provisions 
of  section  3442,  title  10,  United  States  Code  and  AR  624-100  to  consider 
officers  of  the  Ar,ny,  Judge  Advocate  General  Corps  and  Chaplain  promotion 
lists  for  promotion  to  the  temporary  grade  of  colonel. 

2.  General . The  board  will  convene  at  Headquarters , Department  of  the 
Army,  Hoffman  II  Building,  at  0800  hours,  12  July  1977,  or  on  cal'*. 
Alternate  members  of  the  board  will  sit  es  voting  members  only  when 
officers  of  their  promotion  list  are  being  considered.  Inclosure  1 
provides  administrative  instructions,  reports  required  and  specifies 
the  oath  for  the  selection  board  and  recorders. 

3 . Method  and  Numbers  to  be  Selected. 

a.  Primary  Zone.  The  "best  qualified"  method  of  selection,  defined  in 
AR  624-100  as  "Selected  from  a primary  or  secondary  zone  of  consideration 
and  determined  by  a promotion  selection  beard  to  be  the  best  qualified  to 
meet  the  needs  of  the  Army",  will  be  used  to  select  for  promotion  co  the 
grade  of  colonel,  AUS,  the  number  of  officers  specified  below: 

Number  to  be 

Promotion  List  Primary  Zone  Selected 

Army  (incl  women)  All  eligible  LTC  with  DOP  537* 

of  30  Jun  71  and  earlier 

JAGC  All  eligible  JAGC  LTC  with  11 

DOR  of  30  Jun  72  and  earlier 

Chaplain  All  eligible  Chaplain  LTC  11 

with  DOR  of  31  Dec  70  and 
earlier 

b.  All  officers  who  are  recomended  as  "best  qualified"  must  first 
be  considered  "fully  qualified."  In  determining  whether  an  officer 
under  consideration  is  fully  qualified  fer  promotion,  selection  coards 


ur.or.iun  'ut-'cas  autr.on  zees 
Inclcsure  2 of  this  LOI . 


SUBJECT:  Letter  of  instruction  to  ti'.e  Colonel,  AUS,  Selection  Beard  for 
Army,  Judge  Advocate  General  Corps  and  Chaplain  Promotion  Lists 


should  satisfy  themselves  that  the  officer  is  qualified  professionally, 
morally,  has  demonstrated  integrity,  and  is  capable  of  performing  the  duties 
expected  of  an  officer  with  his/her  qualifications  in  the  next  higner  grade. 

c.  The  Director  of  Military  Personnel  Management,  Office  of  the  Deputy 
Chief  of  Staff  for  Personnel,  will  be  notified  immediately  in  the  event  the 
board  finds  fewer  "fully  qualified"  than  the  number  to  be  selected  under 
the  "best  qualified"  method. 

d.  Secondary  Zprg.  APL,  JAGC,  and  Chaplain  officers  selected  from  the 
secondary  zone  are  included  in  the  total  number  to  be  selected  as  indicated 
in  para  3a  above.  The  secondary  zone  is  established  to  provide  the  Army  an 
opportunity  to  promote  more  quickly  those  exceptionally  talented  officers 
who  possess  clearly  outstanding  potential.  The  secondary  purpose  of  accel- 
erated, below  the  zone  promotions  is  to  provide  incentive  for  tnose  officers 
to  strive  for  excellence  and  whose  accomplishments,  demonstrated  capacity 
for  leadership  arid  marked  potential  for  senior  managerial  positions  warrant 
promotion  ahead  of  their  contemporaries.  Though  age  should  not  be  ignored, 
age  in  itself  must  roc  be  the  sole  basis  for  selection.  Some  officers 
maintain  mental  and  physical  energies  which  belie  their  chronological  age, 
while  other  more  youthful  officers  display  relatively  less  stamina,  vigor, 
and  commitment.  It  srould  be  recognized  that  those  selected  from  the 
secondary  zone  replace  officers  who  otherwise  would  be  promoted  from  the 
primary  zone.  These  instructions  have  been  prepared  to  permit  the 
following  number  of  promotions  from  the  secondary  zone: 


Promotion  List 

Secondary  Zone 

Maximum  Number  Which 
. May  be  Selected 

Army  (incl  women) 

All  eligible  LTC  with  DOR 

1 Jul  71  thru  31  May  75 

77* 

JAGC 

All  eligible  LTC  with  DOR 

1 Jul  72  thru  31  May  75 

2 

Chaplain 

All  eligible  LTC  with  DOR 

1 Jan  71  thru  31  May  74 

3 * * 

* Includes  one(l)  additional  promotion  quota  authorized  to  meet 
requirements  of  Appendix  1,  Inclosure  2 of  this  LOI . 

**  Reflects  approval  of  the  ^card's  request  to  select  one  more 
secondary  zone  officer  than  normally  would  be  authorized  under 
the  15  percent  LOI  guidance. 
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SUBJECT:  Letter  of  Instruction  to  the  Colonel,  AUS,  Selection  Board  for 
Army,  Judge  Advocate  General  Corps  and  Chaplain  Pronotion  L'sts 


4.  General  Guidance. 

a.  It  is  essential  that  the  Amy  have  officers  who  are  outstanding 
troop  leaders  as  well  as  those  who  can  provide  outstanding  leadersni?  in 
other  areas,  such  as  specialist  career  fields  and  supporting  staffs  ana 
units.  The  board  must  select  the  best  qualified  officers  and,  in  the 
process,  recognize  that  various  assignments  require  different  strengths, 
techniques,  and  background. 

b.  Promotion  in  the  Amy  is  based  on  the  board's  determination  of 
the  potential  of  an  officer  to  perform  in  the  higher  grade.  The  officer's 
entire  record  sr.cj’d  be  used  to  determine  nis/her  potential  and  as  an 

aid  in  predicting  future  performance.  Promotion  is  not  intended  to  be  a 
reward  for  past  oerformance.  The  determination  of  an  officer's  potential 
must  be  based,  for  the  most  part,  on  the  oerformance  of  duty  in  his/her 
primary  and  alternate  specialties  as  reflected  in  the  record.  The  board 
must  consider  proficiency  in  performance  and  not  be  influenced  unduly  by 
diversity  of  assignments  or  the  level  at  which  duties  are  perfomed. 

Army  assignment  philosophy  today  is  predicated  on  the  belief  that  all 
assignments  are  good  assignments. 

c.  Specific  qualifications  necessary  for  promotion  are  rot  prescribed 
by  the  Department  of  tne  Amy.  Accordingly,  no  single  factor  should  be 
allowed  to  become  overriding;  however,  nonselection  may  properly  be 
based  on  a major  disciplinary  action,  relief  for  cause,  demonstrated 
cowardice  or  lack  of  integrity,  moral  turpitude  or  professional  ineptitude. 
The  principal  criterion  must  be  the  potential  of  the  officer  for  out- 
standing service  in  the  next  higher  grade;  in  making  this  determination, 
the  board  must  place  greatest  emphasis  on  more  recent  performance  in  his/ 
her  specialties  and  not  give  undue  consideration  to  earlier  reports 
reflecting  instances  of  less  than  flawless  performance  during  his/her 
development  as  a relatively  junior  officer. 

d.  Inclosure  2 contains  further  guidance  on  the  factors  to  be 
considered  in  determining  professional  qualifications  and  promotion 
potential . 

5.  Restrictions . 

a.  Recommendations  of  the  selection  board  will  be  marked  "FOR  OFFICIAL 
USE  ONLY"  and  will  be  so  considered  until  recommended  lists  are  announced 
by  the  Department  of  the  Amy. 
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SUBJECT : Letter  of  Instruction  to  the  Colonel,  A'JS,  Selection  E-.arg  rcr 
Army,  Judge  Advocate  General  Corps  and  Chaplain  Promotion  Lists 


b.  Upon  board  adjournment,  members  are  encouraged  to  familiarize 
other  officers  with  the  selection  board  procedures  in  general.  However, 
specific  statistical  analyses  or  details  of  the  board  proceedings 
pertaining  to  selection  or  nonselection  cf  individual  officers,  whether 
recorded  or  unrecorded,  will  net  be  disclosed  for  any  reason. 

c.  Board  membership  may  not  be  revealed  until  the  board  adjourns. 


2 Incl 

1.  ADMINI 

2.  Guidance 


^Clifford  L.  Alexander,  J r 


ADMINISTRATIVE  INSTRUCTIONS 


1.  Eligibili ty.  The  DA  Secretariat  for  Selection  Boards  will  furnish 
the  board  with  the  names  and  personnel  records  of  the  officers  to  be 
considered  for  promotion.  If  discrepancies  or  apparent  inconsistencies 
are  noted,  the  recorders  assigned  to  this  board  will  obtain  necessary 
additional  information. 

2.  Procedures.  Board  members  will  use  the  following  general  procedures 
in  evaluating  the  records  of  the  officers  in  the  zone  of  consideration: 

a.  Initial  evaluation  will  be  accomplished  by  evaluating  all  records 
alphabetically. 

b.  Each  panel,  working  independently,  will  select  the  number  of 
officers  specified  in  paragraph  3 of  the  basic  instructions. 


c.  After  selections  are  completed  by  each  panel  , the  panels  will 
merge  as  one  board  to  reconsider  those  officers  who  are  not  unanimously 
selected  or  nonselected  by  the  panels.  These  officers  will  comprise 

the  "grey"  area  that  must  be  reevaluated  in  order  to  select  the  remaining 
promotion  quotas. 

d.  The  selection  of  chaplains  and  JAGC  officers  will  be  accomplished 
by  separate  panels  The  chaplain  panel  will  consist  of  two  API  board 
members  to  be  designated  by  the  board  President  and  three  chaplain  board 
members.  The  JAGC  panel  will  consist  of  two  API  board  members  to  be 
designated  by  the  board  President  and  three  JAGC  board  members. 

3.  Reports.  Officers  considered  will  be  categorized  as  indicated  below 
and  reported  to  the  Secretary  of  the  Army: 

Category  Promotion  List 

a.  Recommended  for  promotion  APL/WAC,  JAGC,  CH 

b.  Not  recommended  for  promotion  APL/WAC,  JAGC,  CH 

Statements  to  preface  each  of  the  above  reports  are  as  follows: 

Recommended 


"The  board,  acting  under  oath  and  having  in  view  the  special  fitness  of 
officers  and  the  efficiency  of  the  Army,  has  carefully  reviewed  the  case 
of  every  officer  submitted  to  it  for  consideration.  In  the  opinion  of 
the  majority  of  the  members,  the  officers  named  on  the  attached  ;nclcsures 
who  have  been  selected  are  “best  qualified"  through  ability  , efficiency, 
and  length  of  service  to  assume  :he  duties  of  the  next  higher  grace  and 
are  hereby  recommended  ^or  prom.ot-'cn. " 
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"The  board,  acting  unde-  oath  ana  having  in  view  the  special  fitness  of 
officers  and  the  efficiency  of  the  Army,  has  carefully  reviewed  the  case 
of  every  officer  submitted  to  it  for  oonsicerat  icn  as  specified  in  tne 
Letter  of  Instruction.  In  the  opinion  of  the  majority  cf  the  members, 
the  officers  named  on  the  attached  enclosures  are  not  considered  "test 
qualified"  to  perform  the  duties  or  assume  the  responsibilities  normally 
expected  of  the  next  higher  grade  and  therefore  are  not  recommended  for 
promotion." 

4.  Oath.  The  following  oath  or  affirmation  shall  be  administered  to 
the  recorder  by  the  President  of  the  board: 

"You, , do  solemnly  swear  (o*  affirm)  that  you  will 

keep  a true  record  of  the  proceedings  of  this  board  , and  further,  that 
you  will  not  divulge  tne  proceedings  or  results  thereof  pertaining  to 
the  selection  or  nonselection  of  individual  officers  except  to  proper 
authori ty. " 

The  following  oath  or  affirmation  shall  be  administered  by  the  recorder 
to  each  member  of  the  board: 

"You,  _.  do  solemnly  swear  (or  affirm)  that  you  will 

without  prejudice  or  partiality,  and  having  in  view  both  the  scecial 
fitness -of  officers  and  the  efficiency  of  the  Army,  perform  the  duties 
imposed  upon  you  , and  further  , that  you  will  not  divulge  the  proceedings 
or  results  thereof  pertaining  to  the  selection  or  r.onselection  of 
individual  officers  except  to  proper  authority." 


OFFICER  PERSONNEL  MANAGEMENT  SYSTEM 


1 . General . 

a.  The  Army  is  committed  to  the  implementation  of  the  Office- 
Personnel  Management  Syrtem  (OPMS).  In  a broad  sense,  OPMS  represents 
a shift  from  a traditional  value  system  within  the  officer  corps  to  a 
system  which  is  in  line  with  the  contemporary  needs  of  the  Army  end 
the  individual.  Although  the  full  transition  to  OPMS  will  take  several 
years,  it  is  essential  to  extend  its  logic  immediately  into  the  cromotion 
system.  There  is  a danger  that  the  acceptance  of  OPMS  by  the  of-icer 
corps  will  be  unintentionally  delayed  through  a lack  of  application  of 
its  basic  principles  through  reconinendations  of  selection  boards.  The 
danger  lies  in  the  possibility  that  promotion  and  selection  boa-:$  and/or 
their  members  may  select  officers  in  their  own  image  while  the  c*ficer 
corps  is  looking  to  the  patterns  of  OPMS  as  outlined  in  DA  Pamphlet  600-3. 

b.  Promotion  and  selection  boards'  findings  should  be  a materia! 
extension  of  the  personnel  policies  in  effect  at  the  time.  It  is  essentia 
that  the  Army  have  officers  who  are  outstanding  troop  leaders--especially 
in  combat.  It  is  also  essential  to  have  officers  who  have  provided  leader 
ship  in  the  specialty  areas,  supporting  staffs  and  technically  oriented 
units.  Mere,  it  is  emphasized  that  command  assignments  are  net  available 
to  all  and  that  there  is  no  requirement  for  specialists  to  have  commanded. 
The  selections  made  by  the  board  will  contribute  to  the  important  develop- 
ment of  the  Officer  Personnel  Management  System  (OPMS)  and  its  associated 
specialties.  .The  board  results  will  be  observed,  carefully  by  the  officer 
corps  to  see_  i-TjirTnciples  of  OPMS  are  supported  by  the  selections  made. 
Highly  capable  off  icers  must  be  perceived  as  progressing  througr.  special  is 
fields  to  positions  of  increasing  responsibility  if  the  total  requirements 
of  the  Army  are  to  be  met.  This  is  basically  what  the  Officer  Personnel 
Management  System  is  all  about.  The  baaed, must  pjxlc  th&Jdg.s.t-Pf  f jeers 
And.,  in.  the  process,  recognize  that  various  duties  require  different' 
strengths .JLech.niq.ues , and  background. 

c.  The  Army  is  committed  to  OPMS  and  promotion  and  selection  board 
deliberations  must  be  consistent  with  Army  policy.  This  board  will  produ. 
tangible  results  v.nich  can  either  support  or  degrade  the  credibility  of 
OPMS. 

2 . Genera  1 is  t/Special ist. 

a.  Whereas. in  .the  past  , a generalist  philosophy  prevailed,  the  thrus 
of  career .development  today  focuses  on  special izatiyj.  As  established 
"under  OPMS,  specialization  entails  an  officer  developing  skills  in  two 
special  ties' (spec: al ty  areas).  Seme  specialties  are  relatively  broad, 
while  others  are  mere  narrowly  defined;  some  are  technically  or ’anted, 
and  others  not.  In  some-cases  . the  needs j)f  the  Army  require  ve  officer 
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b.  Most  officers  being  considered  by  this  board  have  been  assigned 
on  the  basis  of  a previous  generalist  philosophy  of  professional  develop- 
ment, while  others  have  pursued  a more  specialized  career.  The  board 
should  not  evaluate  the  type  development,  be  it  specialized  or  generalized, 
but  rather  the  potential  of  the  officer  for  outstanding  service  at  the 
next  higher  grade. 

c.  Jo  meet^ theArmy 1 s need. for- top  quality  specialists,  the  board 
should  search  diligently  for  those  who  are  eminently  qualified  through 
service  in  a specialty  at  increasing  levels  of  responsibility.  If  ah 
officer  is  among  the  best  in  his/her  field  and  meets  the  high  standards 
of  selection,  he/she  should  be  selected. 

3.  Duty  Assignments. 

a.  The  intent  of  officer  development  under  OPMS  is  to  develop 
officers  with  skills  in  two  specialty  areas.  This  does  net  imply  that 
officers  will  r.ot  on  occasion  serve  outside  their  designated  spacialty(ies). 
The  board  must  look  for  officers  who  have  demonstrated  potential  for 
service  at  the  next  higher  grade,  with  due  regard  given  to  the  officer's 
specialties. 

b.  In  the  past,  letters  of  instruction  have  highlighted  certain  corrirand  , 
staff,  or  advisory  assignments  which  were  deemed  essential  to  the  successful 
accomplishment  of  the  Army's  mission.  Ihe.above  -information  was  included 
Jaecause  certain. assignments  may  have  been  perceived  by  the  officer  corps 

and  some  board  members  as  not  career  enhancing.  Under  the  broad  thrust 
of  the  QPMS  and  ir.  keeping  with  current  Army  policy  that  "all  assignments 
are  good  assignments,"  references  to  any  specific  assignments  have  been 
deleted  from  this  letter  of  instructions.  As  stated  earlier,  the  point  to 
'be  evaluated  by  the  board  is:  "What  is  the  demonstrated  ability  and  indicated 
potential  of  this  officer?"  This  board's  action  must  be  consistent  with  the 
objectives  of  OPMS  and  reflect  the  policy  that  "all  assigaments  are  good 
assignments. " 

c.  Normal  development  of  an  officer's  potential  often  requires  assign- 
ment to  staff  positions  throughout  his/her  career  at  various  grade  levels. 

The  indication  of  successful  staff  assignment  is  a significant  measure  of 

an  officer's  ability  and  potential.  All  staff  assignments,  to  include  these 
outside  Department  of  the  Army,  should  be  judged  by  the  officer's  manner  of 
duty  performance  ar.d  the  requirements  of  the  assignment. 

d.  Command  and  other  responsible  supervisory  assignments,  parties '•  ar’ / 
in  combat,  contribute  significantly  to  career  development.  At  tne  same 
time  it  must  be  realized  that  the  number  of  command  positions  is  more 
limited  than  other  types  of  duty  and  is  mere  available  to  officers  of 

some  specialties  chan  otners.  Add: tieral ly  , being  placed  in  such  posi- 
tions is  primarily  a matter  of  n-i action  and  assignment  ever  which  or, a 
individual  has  little  ,*nni  r.-.l  Tno  w, mnet  i«« 

as  a i y nmcM us  arc  compare  cne  cegree  or  responsibi 1 i ty  , managerial  ski'l  , 
and  personal  leadership. 
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e.  The  Army  and  the  nation  have  benefited  from  the  unique  sk*11s 
possessed  by  certain  members  of  the  officer  corps.  Those  skills,  though 
in  some  cases  highly  specialized  and  perhaps  nonmilitary  in  the  tradi- 
tional sense,  may  require  the  continuous  involvement  of  the  officers 
concerned.  Attention  must  be  given  to  the  enhanced  prestige  and  reoutation 
enjoyed  by  the  Army  and  the  nation  through  the  efforts  of  these  officers. 

f.  Some  officers  have  had  considerable  civilian  schooling  while  on 
active  duty.  In  these  cases  , there  may  be  less  information  upon  which  to 
evaluate  them.  These  periods  must  not  be  considered  as  voids.  The  nature 
and  importance  of  the  schooling,  and  the  achievement  of  the  officer  as  a 
student,  should  be  considered.  Similarly  , officers  who  have  not  been  given 
the  opportunity  for  such  schooling  should  not  be  penalized  since  usually 
'this  is  a matter  beyond  their  control. 

g.  Constructive  credit  for  attendance  at  any  military  school  is 
equivalent  to  resident  or  nonresident  course  completion.  While  it  must 
be  recognized  that  the  resident  student  has  enjoyed  the  professional 
benefits  of  seminars,  guest  speakers,  and  association  with  his/her  peers, 
the  officer  who,  on  his/her  own  initiative,  has  completed  such  a course  by 
nonresident  mode  must  also  be  given  credit  for  the  initiative,  drive  for 
sel f-irnprovement,  and  dedication  to  professionalism  which  he/she  has  shown. 


GUIDANCE 


1 . General . 

a.  The  Army's  promotion  system  is  designed  to: 

(1)  Meet  the  Army's  requirements  for  commissioner  officers  in  the 
various  grades. 

(2)  Maintain  the  integrity  of  the  promotion  system  by  providing 
for  fair  and  equitable  advancement  of  commissioned  officers  throughout 
a full  career  in  the  Army,  giving  early  advancement  opportunity  to  the 
proven  outstanding  officers  and  eliminating  the  substandard  or  marginal 
officers  as  early  in  the  career  pattern  as  feasible. 

(3)  Provide  a proper  promotion  flow  through  the  various  grades  to 
insure  an  energetic,  highly-motivated  officer  corps  and  a high  retention 
rate  among  the  top  quality  officers. 

b.  No  evaluation  of  demonstrated  professionalism  or  potential  for 
future  service  can  be  complete  or  objective  without  a review  of  the 
entire  record.  An  isolated  example  of  excellence  or  mediocrity  should 
riot  be  used  as  a determinant  for  selection  or  nonselection.  The  analysis 
of  individual  records  to  determine  the  relative  potential  for  performance 
at  the  next  higher  grade  should  include  a careful  review  of  all  of  the 
following  factors: 

(1)  Integrity  and  character.  Throughout  the  selection  process,  con- 
sideration must  be  given  to  integrity  and  character.  These  constitute 
the  real  foundation  of  successful  leadership  from  which  moral  authority 

is  derived.  An  officer  who  has  sacrificed  his/her  integrity  has  sacrifice:: 
the  respect  and  trust  of  those  with  whom  he/she  serves.  Absolute  integrity 
of  word,  deed,  and  signature  is  a matter  that  permits  no  compromise.  Thus 
the  individual  officer  bears  great  responsibility  for  the  establishment  am 
observance  of  scrupulous,  ethical  and  moral  standards. 

(2)  Demonstrated  sensitivity  to  human  beings  and  the  ability  to 
communicate. 

(3)  Intelligence  and  creativity. 

(4)  Performance  of  assigned  duties  and  professional  competence. 

(5)  Trend  in  efficiency--up  or  down--as  experience  is  gained  and 
responsibility  increases. 

(6)  Length  of  service,  maturity  and  vigor. 

(7)  Military  and  civil  education. 
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(8)  General  physical  condition.  A partial  disabi 1 i ty  which  is  the 
result  of  a disease,  wound  or  injury  should  not  in  itself  be  considered 
disqualifying  unless  't  prevents  the  individual  from  performing  his/her 
duty.  The  board  must  oear  in  mind  tnat  competent  medical  authority  has 
recommended  and  waivers  have  been  granted  to  officers  with  certain 
physical  profiles.  Therefore,  the  fact  that  an  officer  has  been  continued 
on  active  duty  is  tantamount  to  establishing  that  he/she  possesses  the 
physical  qualifications  which  would  allow  assignment  to  any  position 
commensurate  with  his/her  grade,  specialties  and  profile  limitations.  !r. 
case  of  doubt,  the  matter  is  tc  be  brought  to  the  attention  of  the  DCSP^R 
for  final  resolution.  This  guidance  is  not  to  be  confused  with  an  officer's 
professional  responsibilities  for  maintaining  reasonable  standards  of 
physical  fitness  and  weight  control  as  prescribed  in  AR  600-9. 

c.  The  fact  that  an  officer  was  not  selected  by  a prior  board  is 
not  to  be  considered  reason  for  nor, selection  by  a subsequent  board. 

All  officers  in  the  zone  of  consideration  are  competing  equally.  The 
board  must  form  its  cr-n  independent  evaluation  on  the  basis  of  the 
officer's  record  as  compared  to  all  officers  considered  for  promotion. 

d.  Selection  of  on  officer  for  proi. lotion  requires  evaluation  of 
the  officer's  attitude  and  dedication  to  serve  the  nation  and  the  Army. 

As  far  as  possible,  hosed  on  the  records  available,  particular  attention 
must  be  given  to  the  selfless  officer.  Special  consideration  should  be 
given  to  the  officer  woo  generates  spontaneous  , contagious  enthusiasm 
while  demonstrating  a selfless  dedication  to  serve. 

2 • Efficiency  Report. 

a.  The  basic  ana  most  important  single  document  in  an  officer's 
record  is  the  efficiency  report.  The  Army  has  attempted  to  reduce  the 
"inflation"  in  officer  efficiency  report  numerical  ratings  in  order  to 
obtain  a more  valid  indicator  of  the  performance  and-  potential  of  rated 
officers  which  allows  more  precise  and  meaningful  comparisons.  On 
1 January  1973,  a new  efficiency  report  was  put  into  affect,  and  on 
7 February  1973,  a message  from  Headquarters,  Department  of  the  Army, 
was  sent  to  commanders.  This  message  stressed  the  importance  of  more 
realistic  officer  evaluations.  In  some  cases,  commanders  and  all  those 
in  the  rating  chain  made  a conscientious  effort  to  follow  the  guidance 
and  deflate  the  rating  system,  while  in  other  cases  , inflated  ratings 
continued  to  be  submitted.  As  a result , some  officers  could  have  been 
unduly  penalized,  in  comparison  to  their  peers  , during  the  early  period 
of  change  to  the  new  efficiency  report  system.  The  boards  S 'Cii1.!  be 
aware  of  this.  DA  Form  67-7  reports  through  31  December  1973  are  stamcej 
"FIRST  YEAR."  While  these  reports  should  not  be  disregarded,  they  should 
be  weighed  in  light  of  the  officer's  entire  record.  A single  repft  with 
a relatively  low  score,  particularly  one  in  the  first  year  of  impl-v  rota- 
tion, should  not  in  itself  normally  te  the  basis  for  r.onse lectio:;. 


2 


b.  The  Manner  of  Performance  section  in  each  report  ust  be  closely 
examred.  It  is  here  that  a pattern  of  strengths  and  weaknesses  over  a 
period  of  time  will  appear.  These  reports  should  be  weighed  in  light  of: 

(1)  Length  of  time  in  the  assignment. 

(2)  Length  of  time  covered  by  each  report. 

(3)  The  consistency  of  ratings  between  raters  and  indorsers. 

(4)  Type  of  observations , i.e.,  daily  contact,  infrequent  observa- 
tion, records  and  reports. 

(5)  The  continuity  and  trend  of  ratings  over  a period  of  time. 

c.  The  composite  score  of  each  efficiency  report  is  not  converted 
to  an  overall  index  or  average  score.  The  score  of  each  efficiency 
report  must  be  considered  hand-in-hand  with  the  narrative  portion  of  the 
report.  While  a numerical  score  is  a factor  to  be  considered,  it  must 
not  of  itself  be  a determinant  for  selection  or  elimination  from  con- 
sideration. 

3.  Minority  Officers.  The  Army  recognizes  that  there  is  a shortage  of 
minority  officers  overall.  Additionally  and  of  equal  importance,  board 
members  must  be  aware  of  past  possible  personal  and  institutional  discriminatio 
against  minority  officers:  not  only  may  they  have  been  denied  career 
opportunities  comparable  to  majority  officers,  such  as  schooling  and  command, 
but  it  also  is  likely  that  they  were  given  relatively  lower  efficiency 
evaluations  in  the  assignments  which  they  held.  These  factors  must  be  taken 
into  consideration  in  evaluating  the  potential  of  minority  officers  to  make 

a significant  contribution  to  the  Army  in  the  next  higher  grade. 

4.  Female  Officers.  In  evaluating  the  records  of  female  officers,  the 
board  must  recognize  tnat  women  have  not  been  afforded  the  full  career 
opportunities  available  to  male  officers.  Female  officers  have  had  only 
limited  opportunity  for  military  education  and  training,  battalion  and 
higher  level  command,  and  high  level  staff  assignments.  Many  female 
officers  have  had  repetitive  assignments  in  WAC  branch  material  positions, 
e.g. , platoon  officer,  executive  officers,  company  commander,  WAC  school 
instructor,  WAC  staff  advisor;  thgjsa.  assignment  patterns  were  essential 
.due  to  requirements  and  the  low  female  officer  content.  Female  officers' 

OER  scores  were  consistently  lower  than  those  of  men  assigned  to  the 
branches  to  which  women  are  now  detailed.  Raters/indorsers  have  been 
inclined  to  emphasize  physical/pe.sonal i ty  traits  rather  than  professional 
qualities.  The  board  will  note  that  female  officers  are,  on  the  whole, 
older  than  their  male  contemporaries  due  to  their  source  of  commission. 

The  foregoing  must  be  taken  into  consideration  when  determining  the  true 
potential  of  female  officers. 


3 


5.  Chap] a i ns.  In  addition  to  other  criteria  established  for  selection, 
particular  attention  should  be  given  to  the  management  and  supervisory 
capabilities  of  the  chaplains  considered.  In  the  case  of  chaplains,  age, 
in  itself,  can  be  misleading.  Requirements  for  seminary  training  and 
pastoral  experience  prior  to  entry  on  active  duty  vary  among  denominations. 
As  a result,  chaplains  with  the  same  date  of  rank  and  similar  military 
experience  may  have  significant  variations  in  age.  Age,  toward  either 

end  of  the  spectrum,  should  not  be  the  determinant  of  promotion. 

6.  Appendix  1,  inclosure  2 contains  guidance  on  the  Officer  Personnel 
Management  System. 

7.  Derogatory  Information.  The  weight  to  be  given  derogatory  information 
must  be  determined  by  the  collective  judgment  of  the  board.  Care  must 

be  taken  also  not  to  penalize  unduly  officers  who  have  had  early  exposure 
to  heavy  responsibilities  aou  the  inherent  ooportunity  to  make  mistakes 
through  honest  but  misguided  effort.  Accordingly,  care  should  be  used 
in  assessing  the  weight  to  be  placed  on  one  bad  efficiency  report  which 
has  been  preceded  and  followed  by  a high  performance  of  duty.  Indica- 
tions cf  past  disciplinary  action  should  be  evaluated  in  comparison  to 
an  individual's  overall  record  of  performance  and  potential  in  view  of 
the  seriousness  of  the  offense. 
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1.  The  guidance  provided  by  this  appendix  to  the  Colonel,  AUS,  APL, 

CH  and  JAGC  letter  of  instruction  (LOI)  is  to  be  applied  to  your  selection 
process  after  you  have  selected  the  maximum  nutter  of  officers  authorized 
by  your  LOI. 

• 2.  Listed  below  are  those  specialties  which  hare  been  identified  as 
requiring  the  minimum  numoer  of  selectees  listed  by  the  specialties. 

"Many  of  these  specialty  requirements  will  have  been  met  by  the  selectees 
you  have  already  identified.  From  the  remainder  of  files  wnich  were 
one  or  more  panel  selects,  you  are  tasked  to  identify  those  officers 
who  have  designated  specialties  which  correspond  with  specialty  require- 
ments not  yet  filled.  Cy  revoting  these  files,  you  are  to  determine 
those  officers  you  ceem  qualified  for  promotion.  Up  to_15  percent  of 
your  additional  selections  may  be  from  the  secondary  zone.  The  board  is 
cautioned  Tna't  quail  i ficat ion  for  promotion  must  include,  at  this  point,  only 
those  officers  who  are  true  soecialists  as  evidenced  by  their  demonstrated 
expertise  and  past  assignments  Tn  tnat  specialty  for  which  selection  is 
being  made.  You  are  hereby  granted  an  additional  number  of  selection  quotas 
equal  to  the  officers  thus  selected.  These  officers  will  be  integrated  witn 


your  initial  list  of  selectees  when  the  board's 
approval . 

results  are  forv;arded  for 

SPECIALTY 

Minimum  requirement 

21  - Engineer 

38 

27  - Communications-Electronics  Engineering 

4 

31  - Law  Enforcement 

13 

35  - Tactical/Strategic  Intelligence 

o 

37  - Cryptology 

v 24 

42  - Personnel  Administration  and  Administrative 
Management 

6 

43  - Club  Management 

2 

* 

45  - Comptroller 

1 

46  - Public  Affairs 

8 

48  - Foreign  Area  Officer 

22 

ASI 

* 

4A  - Sub-Saharan  Africa  4 


AC  - V.'est  Europe  4 


A 


n ..  « 


J4.. 


r _ „ i 


4H  - Iran  1 

4K  - Latin  America  (less  Brazil)  1 

4L  - Brazil  1 

4N  - Korea  1 

4Q  - South  Asia  1 

4R  - Southeast  Asia  2 

4S  - Thailand  2 

71  - Aviation  Materiel  Management 


72  - Communications-Electronics  Materiel  Management 

73  - Missile  Materiel  Management 
75  - Munition  Materiel  Management 
75  - Armament  Materiel  Management 

77  - Tank/Ground  Mobility  Materiel  Management 
31  - Petroleum  Management 

82  - Food  Management 

83  - General  Troop  Support  Materiel  Management 
85  - Traffic  Management 

87  - Marine  and  Terminal  Operations 

88  - Highway  and  Rail  Operations 

91  - Maintenance  Management 

92  - Supply  Management 

93  - Logistics  Services  Management 
95  - Transports  tier.  Management 

97  - Procurement 
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CENTRAL  ACCOUNTING  SERVICE 


1.  Background . Prior  to  1973,  accounting  service  for  clubs  was  conducted 
by  small  dedicated  staffs  in  each  club.  Although  Comptroller  of  the  Army 
(COA)  was  the  proponent  for  accounting  policy  via  AR  230-65,  the  function 
was  supervised  by  club  managers.  With  the  establishment  of  the 
installation  club  management  system  in  1973,  club  branch  accounting  was 
centralized  at  installation  level  under  the  supervision  of  the 
Installation  Club  Manager  (ICM).  Shortly,  thereafter,  COA  published  a 
revision  of  AR  230-65  which  directed  establishment  of  installation  central 
accounting  offices  for  all  NAFI's. 


2.  Current  Status. 

a.  The  NAP  Central  Accounting  Office  (CAO)  functions  under  the 
supervision  of  the  installation  Finance  and  Accounting  Officer.  Technical 
guidance  is  provided  by  the  US  Army  Finance  and  Accounting  Center,  Fort 
Benjamin  Harrison,  Indiana. 

b.  Costs  of  operating  the  CAO  are  prorated  among  the  supported 
activites.  The  formula  used  to  determine  cost  to  each  activity  is 
normally  based  on  the  workload  generated  by  the  activity.  However,  AR 
230-60  and  AR  230-65  state  that  this  or  any  equitable  means  may  be  used, 
as  determined  by  the  commander. 

3.  Club  Manager's  Perception  of  CAO.  The  average  club  manager  views  the 
CAO  as  unresponsive  to  his  needs,  and  too  expensive  in  relation  to 
services  rendered.  It  must  be  remembered  that  many  of  these  managers 
supervised  their  own  club  accounting  section  prior  to  CAO  establishment. 
They  were  conditioned  to  quick  response  to  questions  and  generation  of 
detailed  management  information  data  on  request.  With  the  separate 
organization  of  CAO  at  present,  the  workload  priorities  may  be  different 
and  strict  interpretation  of  the  "record  and  report"  mission  may  be 
followed.  In  addition,  the  separate  chain  of  command  appears  to  hinder 
communication.  Disagreements  which  would  be  settled  via  discussion  in  a 
unified  atmosphere  seem  to  be  intensified  in  this  structure. 

4.  CAO  Perception  of  the  Club  Manager.  Many  CAO's  cite  numerous  problems 
in  working  with  supported  club  managers.  Included  in  this  category  are 
late  submission  of  documents,  errors  on  club  documents,  unreadable 
paperwork,  unreasonable  demands  for  information,  and  questioning  of 
technical  procedures  used  by  the  CAO.  As  noted  above,  most  of  these 
problems  could  be  resolved  through  effective  communication.  Continuous 
emphasis  is  needed  to  accomplish  this  goal. 
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5.  CAP  Baseline  Data  Study. 


a.  In  April  1977,  TAG  directed  that  a survey  be  conducted  to 
determine  baseline  costs  for  central  accounting  service.  After 
coordination  with  USAFAC,  dissemination  and  return  of  the  survey,  results 
were  tabulated  and  analyzed. 

b.  Data  extracted  from  the  analysis  indicates  that  after  centraliza- 
tion, CAO  costs  decreased  an  average  of  47  percent  worldwide  in  non- 
mechanized  operations,  and  57  percent  in  those  which  are  mechanized  (see 
Table  1).  Specifically,  officers'  club  costs  declined  41  percent  and 
NCO/ENL  cost  was  reduced  36  percent  (See  Table  2).  While  these  figures 
are  impressive,  they  may  be  misleading  in  that,  prior  to  centralization, 
club  accounting  staffs  performed  a number  of  ancillary  functions  in 
addition  to  their  primary  duties.  When  centralization  occured,  one  of  two 
things  happened  in  many  clubs.  Either  spaces  were  transferred  and 
incumbents  kept  in  the  clubs,  or  incumbents  and  spaces  were  transferred, 
and  new  hires  were  recruited  to  perform  the  ancillary  tasks  which  had  been 
done  by  the  accounting  section.  Consequently,  cost  to  these  clubs  may 
have  actually  increased  when  accounting  was  centralized.  Therefore,  while 
pure  accounting  cost  has  been  reduced,  the  cost  impact  of  the 
centralization  is  still  being  experienced  by  many  clubs.  This  is 
supported  by  the  observations  of  the  DAIG  Special  Inspection  of  Army  Club 
Management  1977. 

c.  The  portion  of  the  survey  which  covers  perceptions  indicates  that 
the  majority  of  DPCA's  responding  considered  the  CAO  cost  effective.  The 
opinion  on  responsiveness  is  not  as  positive.  Most  DPCA's  believe  that 
CAO's  are  not  as  responsive  as  decentralized  accounting  sections  (See 
Table  3).  In  testing  the  perception  of  users,  each  installation  was  asked 
to  submit  questionnaires  to  one  large  activity,  one  medium,  and  one  small 
fund.  The  results  for  overseas  activities  appear  to  be  strongly  affected 
by  the  environment  in  which  they  operate.  In  CONUS,  the  opinions  are 
generally  positive  (Table  4),  except  on  the  question  of  cost,  where  there 
is  unanimity  in  the  belief  that  CAO  costs  are  high. 

6.  Summary.  Theoretically,  centralization  of  accounting  should  lead  to 
efficient,  responsive  service  at  reasonable  cost  to  using  activities.  It 
appears  that  costs  have  been  reduced,  although  the  specific  amount  or 
percent  may  be  questionable.  Using  activities  are  generally  satisfied 
with  the  service  provided,  but  consider  the  costs  to  be  high.  The 
variance  in  conditions  at  individual  installations  hampers  establishment 
of  a standard  organization  and  cost  factors  for  CAO's.  However,  DA 
Pamphlet  37-101  (Installation  F&AO  Functions)  recommends  establishment  of 
a NAF  Central  Accounting  Division  in  the  installation  Finance  and 
Accounting  Office,  with  general  staffing  guides  provided.  The  information 
contained  in  the  CAO  Baseline  Study  should  assist  USAFAC  in  refining  this 
guide  to  staffing  and  cost  goals,  based  on  workload  and  type  of  operation 
(mechanized  or  manual).  Development  and  use  of  this  data  would  be  a 
significant  step  in  providing  good  service  at  reasonable  cost  to  serviced 
NAFI's. 
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SUMMARIZATION  OF  CAO  SURVEY 

ALL  DATA  AFTER  CENTRALIZATION  - UNLESS  OTHERWISE'  INDICATED 


Accuracy  of  data 
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CENTRAL  PROCUREMENT 


1 . Purpose . 

To  ascertain  the  effectiveness  of  DA  level  centralized  procurement  support 
presently  made  available  to  Army  clubs  on  a voluntary,  as  requested  basis. 

2 . Background . 

a.  Procurement  support  is  made  available  to  Army  nonappropriated  fund 
activities  through  TAGCEN's  centralized  NAP  Procurement  Division.  This 
activity  was  created  in  August  1975  by  absorbing  and  augmenting  formerly 
dispersed  TAGCEN  procurement  functions.  It  has  instituted  and  implemented 
three  primary  procurement  programs,  which  are  largely  optional  in  their 
use  by  Army  clubs: 

(1)  Individual  Support  for  Nonappropriated  Fund  Procurement  (ISNAP) 
program.  The  essence  of  this  program  is  rapid  response  to  individual 
purchasing  requirements  coupled  with  advantageous  pricing.  However,  ISNAP 
procedures  are  preceded  by  attempts  to  purchase  locally,  either  within  the 
ICM's  $2500  limitation  or  through  the  installation  purchasing  and 
contracting  office  (P&C).  If  local  purchasing  cannot  be  responsive  TAGCEN 
Central  NAF  Procurement  Division  will  furnish  price  and  delivery 
information  by  telephone  to  the  club  within  a few  hours.  When  the  ISNAP 
requirement  is  properly  documented  and  approved,  Central  NAF  Procurement 
will  take  the  necessary  action  on  an  expedited  basis.  This  is  a particu- 
larly effective  program  for  procuring  furniture,  fixtures,  equipment  and 
suppl ies. 

(2)  Price  Agreement  Bulletin  (PAB)  Program. 

To  date  contracts  have  been  negotiated  with  manufacturers  of  furniture, 
bar  control  systems,  food  service  equipment  and  kitchen  equipment,  who 
distribute  pricing  agreements  and  catalogs  direct  to  ICM's.  These  contracts 
are  for  mandatory  use  by  all  Army  Nonappropriated  Fund  Instrumentalities 
(NAFI's)  when  ordering  items  under  a Central  NAF  Procurement  Office 
contract  unless  the  same  item  can  be  obtained  from  other  sources  for  less. 

A club  may  issue  a purchase  order  directly  with  the  contractor  against  an 
existing  contract,  regardless  of  dollar  amount,  with  the  appropriate 
procurement  approval.  In  addition  to  DA  PAB ' s , the  equivalent  publications 


issued  by  other  DOD  components  are  also  a source  of  direct  procurement 
from  approved  suppliers  at  advantageous  pricing. 


(3)  Turn-key  Facility  Construction  Program. 

This  construction  concept  involves  the  awarding  of  total  package 
responsibility  for  design,  construction  and  equipping  of  a facility  to  a 
general  contractor.  Contract  award  criteria  consist  primarily  of  the 
total  package  cost  along  with  construction  time  and  the  contractor's  past 
performance.  NAF  construction  projects  costing  more  than  $50,000  must 
consider  this  construction  concept. 

b.  Facility  Design. 

In  addition  to  the  three  procurement  assistance  programs  TAGCEN, 
through  CMD,  provides  club  design  service,  as  requested,  through  three 
professional  interior  designers.  Renderings,  floor  plans,  equipment 
specifications,  interior  design  samples  and  presentation  boards  are 
provided  for  new  club  buildings  and  improvements.  All  construction  bids 
submitted  for  turn-key  construction  are  also  reviewed  by  this  office  for 
technical  sufficiency  and  regulatory  compliance. 

c.  Central  Meat  Procurement  Study. 

In  July  1977  CMD,  TAGCEN  initiated  a study  of  evaluating  and  analyzing 
current  club  meat  procurement  procedures  with  a view  toward  improving  both 
price  and  quality.  If  this  preliminary  evaluation  indicates  a potential 
for  significant  improvement,  a pilot  program  of  centralized  meat  procure- 
ment for  a limited  number  of  clubs  will  be  undertaken.  A similar  program 
adopted  by  the  Mariott  Corporation  reportedly  has  resulted  in  substantial 
savings  in  meat  procurement.  Use  by  CONUS  Army  clubs  will  depend  on  the 
results  of  the  evaluation  and  pilot  programs, 
i 

3.  Some  Results  of  Central  Procurement. 

a.  ICM's  at  84  continental  United  States  installations  were  surveyed 
(copy  of  survey  at  Incl  1)  to  gauge  the  usefulness  and  effectiveness  of 
the  central  procurement  programs.  The  time  frame  covered  was  FY  76,  FY 
7T , and  two  quarters  of  FY  77.  Forty-five  responses  (54%)  were  received. 

( 1 ) I SNAP. 

(a)  Twenty-four  percent  reported  using  this  program;  40  percent  did 
not;  36  percent  did  not  respond.  Six  ICM's  reported  13  purchases  totaling 
$65,840  with  savings  reported  at  $7,071  (9.7%).  Forty-five  percent 
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reported  an  average  of  63  days  from  purchase  to  delivery  through  TAGCEN 
programs  and  an  average  of  60  days  when  procuring  these  items  locally. 

(b)  According  to  TAGCEN  Central  NAF  Procurement  records,  of  $177,451 
spent  under  this  program  since  18  Aug  76,  clubs  saved  $75,247  from  the 
list  price.  Generally,  a 50  percent  saving  from  list  is  reported  on  most 
items  but  on  others  the  saving  amounts  to  15  percent. 


(2)  PAB' s 

(a)  Sixty-two  percent  reported  receiving  information  on  price  agree- 
ment bulletins,  of  which  half  reported  using  the  information.  A rather 
significant  24  percent  reported  not  having  received  PAB  information. 
Reason  for  non-receipt  was  not  ascertained. 


( b)  Glassware,  uniforms,  furnishings/equipment,  china,  and  flatware 
were  the  most  frequently  purchased  items  from  PAB's. 

(c)  Seven  installations  reported  that  the  purchase  of  items  valued  at 
$257,680  through  PAB's  would  have  cost  these  installations  overall  $96,929 
more  had  they  been  purchased  locally.  This  represents  a savings  of  27.3 
percent. 

(d)  Time  reported  needed  for  delivery  of  items  purchased  under  PAB's 
averaged  38  days  as  opposed  to  27  days  for  delivery  of  locally  purchased 
items. 


(e)  Fifty-three  percent  reported  total  expenditures  of  $6,151,965  for 
items  which  could  have  been  purchased  through  TAGCEN  NAF  procurement 
programs,  but  were  not. 


( f )  The  dollar  value  of  projected  expenditures  for  furniture, 
fixtures  and  equipment  along  with  construction  and  renovation  for  the  50 
states,  Canal  Zone  and  Puerto  Rico  is  delineated  below.  This  is  based  on 
Capital  Expenditure  Budgets  submitted  to  CMP,  TAGCEN,  in  July  1976  from 
installation  club  systems  as  referenced  above. 

Budget  Capital  Expenditures  (Extracted  from  Club  FY  77-81  Budgets) 


FY  77 


FY  77-81 


NAF  Expenditures 

Furniture,  Fixtures  & Equipment 
Buildings  & Building  Improvements 

Total 


$ 3,399,812 
5,945,868 
$ 9,345,680 


$10,211,842 

12,816,879 

$23,028,721 
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APF  Expenditures 


Furniture,  Fixtures  & Equipment 
Buildings  & Building  Improvements 

$ 

601,810 

877,350 

$ 

1,109,430 

3,228,159 

Total 

T 

1,479,160 

T 

4,337,589 

Unfunded  (Not  classified  by  Source 
of  Funds) 

Furniture,  Fixtures  & Equipment 
Buildings  & Building  Improvements 

$ 

443,314 

922,000 

$ 

2,626,616 

4,590,500 

Total 

T 

1,365,314 

T 

7,217,116 

Total  Expenditures 

Furniture,  Fixtures  & Equipment 
Buildings  & Building  Improvements 

$ 

4,444,936 

7,745,218 

$13,947,888 

20,635,538 

Total  $12,190,154  $34,583,426 


(g)  The  following  cost  savings  for  clubs  have  been  identified  as  a 
result  of  the  PAB's,  Of  $193,394  spent,  the  TAGCEN  Central  NAF 
Procurement  Division  reports  a savings  of  $177,648.  This  is  based  on  a 
calculation  of  50  percent  discount  from  list  price. 

(h)  Additional  PAB  cost  savings,  according  to  TAGCEN  Central  NAF 
Procurement  Division  records,  are  $250,000  annually.  This  is  based  on  a 
computed  6.3  percent  cost  savings!  of  10  percent  of  the  estimated  $40 
million  spent  by  all  services  against  a tri-service  (Army,  Navy  and  Air 
Force)  contract  in  California.  Total  Army  purchases  are  thus  reported  as 
$4  million  with  6.3  percent  savings  of  approximately  $250,000. 

(i)  Actual  cost  savings  to  Army  clubs  under  this  program  appear  to  be 

slightly  lower  than  cost  savings  report,  u by  the  Central  NAF  Procurement 
Division.  The  contract  in  California  only  accommodated  purchases  for 
distilled  spirits  which  does  not  include  wine,  beer  or  other  malt 
beverages.  Total  cost  of  goods  for  bar,  beverage  promotion  and  package 
beverage  is  rep-  ed  r>y  club  financial  statements  as  $3,045,140 
($3,245,883  w the  assumed  6.3%  savings  is  added  to  the  cost  of  goods 
figure  S ; l;,140).  A 6.3  percent  savings  of  the  reported  cost  of 

goods  figure  is  $191,844. 


'"The  statistic  used  to  determine  percentage  alcoholic  beverage  savings 
during  the  contract  period  over  the  pre-contract  period  was  percentage 
savings  from  the  standard  industry  prices  for  the  Northern  California  area 
which  are  published  monthly  in  the  Beverage  Industry  News.  Percentage 
savings  from  the  Beverage  Industry  News  during  the  contract  period  (12 
months)  was  16.1  percent.  The  difference  of  5.6  percent  when  divided  by 
the  base  percentage  for  the  pre-contract  period — gives  a savings  estimate 
of  6.3  percent . 
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(3)  Facility  Design  Services.  For  a 20-month  period  ending  March 
1977,  33  visits  to  28  installations  were  made.  Although  dollar  savings  on 
projects  is  one  objective  of  this  service,  design  efforts  are  directed 
primarily  toward  maximizing  the  functionality,  efficiency,  and  attractive- 
ness of  the  facility.  A recap  of  facility  design  activities  follows: 


NO.  OF 

TOTAL  COST 

PROJECT  STATUS 

PROJECTS 

ESTIMATE  $ 

Ongoing 

8 

$ 775,700 

Approval  Pending 

5 

3,76 0,000 

Planning  Stage 

6 

809,600 

"Thinking”  Stage 

2 

95/140,000 

(4)  Turn-key  Construction.  Two  club  construction  projects  have  been 
completed  to  date  under  the  turn-key  concept  with  significant  dollar  and 
time  savings  when  compared  with  conventional  procurement  and  construction 
methods : 


Savings — $s  & 

Construction 

Cost 

Percentage 

Time 

Fort  Jackson  NCO  Club 
Fort  Knox  Officers' 

$1,682,000 

$ 618,000  (36.7%) 

14  mo. 

Club  (Addition) 

472,000 

160,000  (33.8%) 

5 mo. 

4.  Discussion. 


a.  The  entire  survey  analysis  is  based  upon  the  premise  that  the 
responses  received  generally  reflect  those  expected  of  the  entire 
population  of  CONUS  Army  clubs.  Confidence  is  somewhat  inhibited  by  a 
lack  of  response  to  particular  questions;  however,  those  installations 
reporting  provided  a reasonable  cross-section  representation  of  a finite 
aggregate  and  covered  a spectrum  of  clubs  from  large  club  operations 
(sales  of  $1  million  or  more)  to  smaller  operations  ($100,000  or  less). 

It  may  therefore  be  assumed  that  the  representative  sample  of  responses 
received  constitutes  a limited  survey  from  which  no  definite  conclusions 
may  be  drawn  (see  paragraph  5). 

b.  TAGCEN  records  show  11  installations  as  having  used  the  ISNAP 
program.  The  limited  statistical  information  available  reflects  savings 
of  about  10  percent,  but  slightly  longer  (3  days)  delay  than  local  pur- 
chase items.  Because  of  the  number  of  variables  involved  on  individual 
purchases  these  precise  figures  cannot  be  conclusive.  For  example, 
following  preliminary  discussions,  the  installation  frequently  uses  ISNAP 
to  save  not  only  money  but  time  over  local  purchase. 
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c.  By  factoring  the  31  percent  of  those  who  reported  PAB  use  against 
the  universe  (84),  it  may  be  surmised  that  26  of  the  84  CONUS  club  systems 
used  PAB's,  Increased  information  and  education  on  availability  of  PAB's 
as  another  procurement  source  could  increase  the  overall  percentage  of  use 
by  clubs. 

d.  Fifty-three  percent  of  the  respondents  reported  a total  of 
$323,500  spent  under  PAB  and  ISNAP  programs  (24  percent  lower  than  the 
local  cost  of  procuring  like  items).  While  variables  of  geographic 
location,  local  volume,  and  local  procurement  techniques  enter  the 
picture,  an  estimate  can  be  made.  By  factoring  the  24  percent  savings 
already  realized  against  a system-wide  projection  of  ISNAP  and  PAB  related 
procurement  for  84  continental  United  States  installation  club  systems 
($20,399,557),  a potential  additional  saving  in  excess  of  $4.5  million  can 
be  projected.  Even  in  recognition  that  these  projections  should  be  treated 
as  approxi-  mate  rather  than  absolute,  the  favorable  relationship  between 
potential  savings  and  volume  is  significant. 

e.  The  survey  results  did  not  indicate  the  extent  to  which  facility 
design  services  were  used  once  the  services  were  provided.  However,  due 
to  the  frequency  of  request  and  the  need  for  design  services,  coupled  with 
the  magnitude  of  projects  to  which  the  design  service  was  applied,  it  can 
be  assumed  that  the  service  improves  the  quality  of  club  construction  and 
renovation,  while  saving  individual  club  systems'  design  dollars.  Long-run, 
but  unmeasurable  savings  can  logically  be  assumed,  also,  through ‘more 
functional  and  efficient  physical  layouts. 

f.  Advantages  of  these  four  TAGCEN  central  services  to  clubs  appear 
to  be  (1)  ease  of  use,  (2)  time  saved,  (3)  money  saved,  (4)  availability 
of  professional  assistance. 

g.  Disadvantages  appear  to  be  that  the  programs  are  not  used  because 
(1)  they  are  not  mandatory,  (2)  people  are  not  informed  of  availability 
and  benefits  of  participating.  Additionally,  lack  of  feedback  hampers 
efforts  to  measure  effectiveness. 

h.  FY  77  projected  capital  expenditure  figures  indicate  that  over  $12 
million  will  be  spent  on  club  furniture,  fixtures,  equipment,  buildings 
and  building  improvements  during  FY  77.  Of  this  amount,  over  $9  million 
will  represent  nonappropriated  fund  (NAF)  expenditures.  In  FY  77  over 
$3.3  million  is  projected  to  be  spent  from  club  resources  on  furniture, 
fixtures  and  equipment.  If  an  average  of  9.7  percent  savings  (reported 
ISNAP  savings  percentage)  was  realized,  savings  in  excess  of  $300,000 
could  be  theoretically  projected  for  FY  77.  According  to  the  capital 
expenditure  budget,  almost  $6  million  in  NAF's  will  be  spent  in  FY  77  on 
buildings  and  building  improvements.  Based  on  the  savings  realized  from 
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two  construction  projects  to  date  of  26.69  percent,  it  may  be  assumed  that 
by  factoring  this  percentage  figure  against  the  projected  NAF  expenditures 
for  buildings  and  building  improvements  by  the  capital  expenditure  budget, 
a savings  of  over  $1.5  million  could  theoretically  have  been  realized  if 
turn-key  construction  had  been  implemented  in  each  NAF  building  improve- 
ment and  construction  program  within  the  50  states,  Canal  Zone  and  Puerto 
Rico.  The  FY  78  to  81  capital  expenditure  projections  based  on  the  5-year 
budget  submitted  are  considered  too  nebulous  for  dollar  projections  at  the 
present  time.  However,  it  is  anticipated  that  significant  savings  could 
be  realized  in  the  areas  of  construction  and  renovation  and  in  other 
central  procurement  and  design  services  for  FY  78  through  FY  81,  if  the 
turn-key  construction  concept  was  fully  exploited. 

i.  The  TAGCEN  Central  NAF  Procurement  Activity  exists  to  serve  all 
NAFI's.  The  Army  club  system  therefore  is  taking  advantage  of  an  estab- 
lished service  and  is  not  requiring  the  establishment  of  an  exclusive 
office  to  accommodate  their  particular  procurement  needs.  However,  any 
significant  increase  in  the  volume  of  procurement  actions  by  that  office 
would  probably  require  some  increase  in  personnel  requirements. 

j.  Once  data  is  received  on  club  meat  procurement  practices  and 
shortcomings,  it  will  be  evaluated  and  central  procurement  assistance 
considered . 

5 . Conclusions . 

a.  Although  the  precision  of  data  received  is  dubious  in  some  cases, 
it  is  apparent  that  substantial  savings  in  time  and  money  may  be  realized 
from  increased  use  of  central  DA  level  procurement. 

b.  Usage  may  be  increased  by  disseminating  information  regarding 
central  procurement  services  via  club  related  periodicals,  DA  circulars, 
club  management  course,  workshops  and  seminars,  and  locally  through  Club 
Management  Directorate  assistance  visits. 

c.  A more  effective  means  to  establish  extent  of  usage  of  procurement 
services  must  be  developed,  particularly  as  usage  of  TAGCEN  CNPA  expands. 

d.  The  turn-key  program  should  be  expanded  to  accommodate  all 
possible  building  and  building  improvement  projects  towards  maximizing 
savings  therefrom. 

e.  For  certain  product  lines  use  of  central  procurement  services 
should  be  mandatory. 
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f.  Any  significant  Increase  In  DA  level  central  procurement  workload 
will  probably  require  additional  procurement  personnel. 

g.  Central  meat  procurement  assistance  may  be  implemented  based  on 
findings  of  the  current  meat  evaluation  and  analysis  test. 
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APPENDIX  4-E 


ATTITUDINAL  SURVEY 

(OFFICERS/WARRANT  OFFICERS  ATTITUDES/PERCEPTIONS 
TOWARD  OFFICERS'  CLUBS) 


1.  Purpose.  To  report  the  results  of  an  attitudinal  survey  of  US  Army 
officers  and  warrant  officers  regarding  officers'  clubs. 

2.  General. 


a.  An  attitudinal  survey  of  Array  officer  clubs  was  conducted  by  CPT 
Edward  Urben,  Hotel  and  Restaurant  Management  Masters  Degree  candidate  at 
.Purdue  University.  Its  intent  was  to  obtain  opinions  of  Army  officers  and 
warrant  officers  at  various  installations  aimed  at  identifying  both  prob- 
lem areas  and  shortcomings  in  the  Army  officers'  club  system. 

b.  In  an  attempt  to  describe  the  entire  population,  990  surveys  were 
sent  to:  combat  divisions  both  within  the  continental  United  States  and 
overseas;  major  Army  headquarters;  service  schools,  and  major  command 


headquarters . 
following: 

Four 

hundred 

ninety-six  (50%)  were  returned 

from 

the 

RANK 

AGE 

NO.  SURVEYED 

%_ 

TOTAL 

CWO,  2LT,  1LT 

3 

20  - 26 

109 

22 

CPT,  CW2 

= 

27  - 34 

188 

39 

MAJ,  CW3 

= 

35  - 39 

87 

18 

LTC,  CW4 

40  - 44 

69 

14 

COL,  GEN  OFF 

=5 

45  & UP 

33 

7 

486 

100 

Missing  Cases 

c.  Further  demographic  statistics  of  respondents  follow: 

(1)  Rank  breakout:  W01,  1 percent;  W02,  3 percent;  CW3,  3.3  percent; 
CW4,  2.4  percent;  2LT,  11.2  percent;  1LT,  9.3  percent;  CPT,  35.2  percent; 
MAJ,  14  percent;  LTC,  12.2  percent;  COL,  5.5  percent;  GEN,  2 percent. 

(2)  Fifty-five  percent  were  Regular  Army. 

(3)  Ninety  percent  were  male. 
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(4)  Eighty-one  percent  were  married. 

(5)  Eighty  percent  were  club  members  at  the  time  they  responded. 

(6)  Ninety-two  percent  have  been  club  members  at  some  time. 


d.  Individual  comments  (figure  2),  although  not  solicited  from 
respondents,  were  provided  by  approximately  13  percent  of  those  completing 
surveys. 

3.  Validity  of  Responses. 

a.  The  response  did  not  represent  a true  rank  distribution;  however, 
responses  were  received  from  all  ranks  in  sufficient  numbers  to  provide 
for  a limited  analysis. 

b.  Individual  comments  are  too  dependent  upon  rank  and  statistically 
dispersed  to  warrant  conclusion  or  recommendation,  but  merit  considera- 

t ion. 

c.  The  responses  to  the  question  of  clubs  giving  special  attention  to 
senior  officers  (questions  33  and  34,  figure  1)  represent  the  perception 
of  most  junior  officers  responding  to  the  survey.  However,  it  would  be 
necessary  to  survey  an  equivalent  number  of  senior  officers  to  make  a 
proper  conclusion. 

d.  Unsolicited  comments  (figure  2)  were  not  received  from  a large 
enough  sample  to  be  considered  valid. 

4.  Summary  of  Results. 

a.  Forty-seven  percent  agreed  that  the  check  cashing  privilege  was  a 
major  reason  for  being  an  officers'  club  member,  while  21  percent  said 
they  would  terminate  membership  if  this  privilege  were  eliminated  (ques- 
tions 1 and  2,  figure  1). 

b.  Twenty-one  percent  agreed  that  the  privilege  to  charge  liquor  was 
a major  reason  for  being  a member,  while  7.5  percent  said  that  they  would 
terminate  their  membership  if  they  could  not  charge  liquor  (questions  3 
and  4,  figure  1). 

c.  Forty-three  percent  agreed  that  club  dues  should  be  eliminated  and 
42  percent  said  a surcharge  should  replace  dues  (questions  5 and  6, 
figure  1). 
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d.  Twenty-seven  percent  agreed  that  they  joined  the  club  due  to 
command  pressure  and  39  percent  agreed  that  their  attitude  toward  their 
club  was  lowered  by  pressure  to  join  (questions  7 and  8,  figure  1). 

e.  Seventy-eight  percent  agreed  that  they  will  always  be  a club 
member,  while  19  percent  said  they  will  never  join  an  officers'  club,  and 
65  percent  said  that  they  would  join  a club  in  the  future  (questions  9, 

10,  and  11,  figure  1). 

f.  Thirty-seven  percent  said  they  are  not  a member  because  dues  are 
charged  (questions  12,  figure  1). 

g.  Twenty-two  percent  said  there  was  prestige  in  being  a club  member 
(question  13,  figure  1). 

h.  In  response  to  the  question  of  retaining  memebership  in  a combined 
club,  11  percent  said  they  would  in  one  question  (question  14),  while  29 
percent  said  they  would  not  (question  16).  If  clubs  were  combined,  14 
percent  said  they  would  favor  separate  dining  rooms  (question  15, 

figure  1). 

i.  Ninety-nine  percent  said  they  have  had  dinner  at  a club  (question 
18,  figure  1). 

j.  Thirty-six  percent  said  that  the  luncheon  menu  in  their  club  was 
comparable  with  the  civilian  restaurants  and  62  percent  said  luncheon 
prices  were  comparable  to  a civilian  restaurant  (questions  17  and  24', 
figure  1). 

k.  Twenty-two  percent  said  club  dinner  selection  was  comparable  to  a 
civilian  restaurant  and  57  percent  said  club  dinner  prices  was  comparable 
to  a civilian  restaurant  (questions  19  and  25,  figure  1). 

l.  Eighteen  percent  said  they  preferred  the  club  to  a civilian 
restaurant  and  28  percent  said  club  service  was  comparable  to  a civilian 
restaurant.  Twenty-eight  percent  said  they  patronized  non-military 
atmosphere  club  more  (questions  22,  23,  and  26,  figure  1). 

m.  Eighty-six  percent  said  club  cocktail  prices  are  comparable  to  a 
civilian  restaurant  and  67  percent  said  club  cocktail  quality  was 
comparable  to  civilian  restaurants  (questions  20  and  21,  figure  1). 

n.  Sixty-seven  percent  said  they  buy  liquor  regularly  at  Class  VI  and 
73  percent  said  Class  VI  liquor  was  lower  than  local  stores  (questions  27 
and  28,  figure  1). 
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o.  Fifty  percent  said  they  preferred  a national  credit  card  as  a club 
card  and  77  percent  said  they  preferred  a centralized  club  card  (questions 
29  and  30,  figure  1). 

p.  6.2  percent  eat  at  a club  at  only  military  functions  and  34 
percent  said  they  patronize  the  club  only  at  military  functions  (questions 
31  and  32,  figure  1). 


q.  Fifty-nine  percent  said  clubs  are  geared  towards  senior  officers 
and  53  percent  said  senior  officers  received  better  service  in  clubs 
(questions  33  and  34,  figure  1). 


5.  Conclusions. 


a.  The  check  cashing  privileges,  associated  with  being  an  officers' 
club  member,  are  considered  a major  determinant  of  club  membership. 

b.  The  privilege  to  charge  liquor,  associated  with  officers'  club 
membership  could  be  eliminated  without  seriously  affecting  membership 
roles. 


c.  It  appears  a surcharge  in  lieu  of  dues  would  be  preferable  based 
on  the  food  and  beverage  sales  of  the  club. 

d.  Real  or  perceived  command  pressure  to  join  a club  appears 
detrimental  to  the  clubs'  overall  image. 

e.  Tradition  seems  to  have  a strong  effect  on  an  officer  becoming  a 
member  of  a club,  but  prestige  is  not  the  reason. 

f.  The  responses  to  two  questions  regarding  joining  a combined  club 
were  contradictory. 

g.  Liquor  prices  at  the  Class  VI  store  are  generally  considered  lower 
than  local  civilian  liquor  store  prices. 

h.  A large  percentage  (34%)  participate  at  militry  functions  only. 

i.  Most  of  the  respondents  would  prefer  a centralized  club  card. 

j.  Over  half  of  the  respondents  would  also  prefer  a commercial 
national  credit  card. 

6.  Recommendations. 


a.  That  the  check  cashing  privilege  in  officers'  clubs  be  retained. 
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b.  That  Installation  commanders  in  revising  dues  structures  consider 
the  surcharge  or  dues  credit  in  officers'  clubs  as  an  alternative  to  dues, 
where  feasible. 

c.  That  the  voluntary  nature  of  membership  in  officers'  clubs  be 
stressed  by  all  concerned  in  the  conduct  of  membership  campaigns. 

d.  That  installation  commanders  conduct  an  educational  campaign 
concurrently  with  any  action  to  establish  combined  clubs  to  ensure  that 
the  club  membership  fully  understands  the  necessity  for  such  action. 
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FIGURE  1 

ATTITUDINAL  SURVEY  STATISTICAL  SUMMARY 


T>-E**E  IS  PfiFS ' IGE  IN  BEING  A ClUB  NEM«f  N I f *e*ae«?*lP  IP  COMBINED  CL*«» 


CliSSVT  LIOUO?  LO«£  A THAN  LOCAl  STORES 
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0M.»  EtTSN  AT  A CLUB  AT  MIL  FUNCTIONS 


SOAE.MiI  DISAGREE  a.  B2  16,7  l«,7  «i,l 


FIGURE  2 
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ATT1TUDINAL  SUR\  LY  INDIVIDUAL  COMMENTS 


Clubs  should  favor  more  on  service  to  retired  personnel. 

Clubs  need  the  creation  of  a compatible  atmosphere. 

Decline  of  the  clubs  is  a result  of  decline  in  the 
military  community  residing  on  post. 

Do  not  patronize  clubs  due  to  the  lack  of  atmosphere. 

Laxity  in  dress  codes  in  clubs  has  been  untasteful. 

For  the  same  reason  it  turns  cocktail  lounges  into 
bars  and  restaurants  into  diners. 

Don't  want  to  associate  with  people  I work  with  all  day. 

Membership  ir.  clubs  is  a condition  of  employment. 

Main  reason  for  being  a member  is  that  one  cannot  join 
the  golf  club  unless  a club  member. 

Retired  military  personnel  receive  the  best  service. 

Clubs  are  fettered  by  a myriad  of  inappropriate 
regulations  and  restrictions. 

Senior  officers  have  archaic  influences  on  clubs. 

Club  management  should  be  severed  from  the  military. 

Command  pressure  to  join,  reflection  on  OER's  and 
maintenance  of  club  membership  charts  by  units  are 
a disgrace. 

Clubs  need  to  be  rekindled  by  new  leadership  unencumbered 
by  old  fashioned  senior  officers. 

To  create  greater  comraderie,  tennis  courts/racketball 
courts  should  be  located  adjacent  to  the  club. 

Male  and  Female  GO-GO  dancers  should  be  eliminated. 

Reason  for  low  membership  - poor  service  and  little 
formal  training  for  managers. 

Eliminate  Happy  liour. . .dor.' t need  the  encouragement 
to  drink  more. 


- 


CPT 


Clubs  should  provide  more  types  of  entertainment 
(other  than  drinking) .. .game  room  with  billiards, 
pool  table,  etc. 


i 


Club  managers  need  flexibility .. .they  are  hampered 
by  inadequate  funding  and  over-regulation. 

Establish  a Club  Support  Fund... $3. 00  annual  deduction 
from  all  active  duty  and  retired. . .currently  done  by 
the  Navy . 

Joined  a combined  club  because  it  was  the  only  thing 
availabl e . 

Don't  want  to  associate  with  jeople  you  work  with 
all  day. 

Too  extensive  use  of  clubs  by  nonmembers,  i.e., 
civilians . 

Under  present  personnel  regulations  it  is  too  hard  to 
remove  bad  civilian  employees,  thus  affecting  the 
attitudes  of  other  employees  and  resultingly  affects 
service . 

The  club  is  a glorified  bar. 


1LT  Clubs  are  havens  for  alcoholics. . .need  a game  room... 

more  entertainment. 


2LT  Clubs  are  poorly  managed. 


CW3  Clubs  discourage  family  participation. 

Officer  Wives  Clubs  run  the  club. 


APPENDIX  5 -A 

WITHDRAWAL  OP  ALL  APPROPRIATED  FUND  (APF)  SUPPORT  FOR  CLUBS  ARMY-WIDE 


1.  General ■ This  appendix  evaluates  the  extent  of  the  impact  upon  clubs 
of  the  potential  curtailment  or  withdrawal  of  appropriated  fund  support 
for  clubs;  proposes  actions  to  be  initiated  by  HQDA  which  will  require 
installations  to  develop  plans  to  adjust  club  operations  Army-wide 

to  ensure  offset  of  the  reduction  or  loss  of  APF  support.  Identifies  the 
alternative  management  structures  considered  by  this  study  that  can  best 
execute  and  predictably  accomplish  action  to  develop  and  implement  that 
plan . 

2.  Condition.  Army  clubs  have  been  and  are  presently  managed  to  provide 
maximum  goods  and  service  for  lowest  possible  cost  to  club  members.  They 
have  relied  on  APF  support  to  avoid  operating  expenses  from  club  NAF 
operating  income.  DOD  Demographic  Survey  Report  data  identifies  by 
category  $27  million  APF  support  provided  clubs  in  FY  76.  A summary  of 
this  report  is  provided  as  table  1.  D0D1  7000.12  quarterly  reports 
through  the  past  quarter  corroborate  that  same  level  of  support.  Person- 
nel support  alone  has  saved  clubs  more  than  $13.5  million  in  FY  7b. 
Combined  TDA's  Army-wide  provide  authorizations  for  greater  than  a 
battalion  size  workforce  of  APF  paid  military  and  DAC  club  managers.  As 
of  July  1977  authorized  strength  was  1,034.  Conversion  of  these  positions 
to  NAt  would  cost  an  estimated  $23.4  million.  Based  on  the  survey  re.sults 
ana  personnel  conversion  costs,  the  cost  to  offset  the  withdrawal  of  APF 
club  support  is  estimated  at  $3b.y  million. 

3.  Methodology . 

a.  The  ability  of  clubs  to  sustain  the  loss  of  APF  support  was 
measured  for  FY  7b  and  FY  7T  plus  three  quarters  of  FY  77.  Clubs  were 
categorized  based  on  the  length  of  time  they  could  continue  operations 
with  the  current  level  of  APF  support,  but  assuming  a liability  to 
reimburse  the  government  for  the  cost  of  such  support.  The  amount  of  this 
iiabiiity  was  adjusted  to  include  NAF  civilians  vice  military  and  DAC 
personnel  assigned  to  clubs.  Therefore,  computed  costs  of  NAF  civilians 
were  used  in  lieu  of  reported  costs  of  APF  personnel  to  ensure  measurement 
of  the  proper  perspective.  Four  categories  were  determined: 

(1)  Category  1.  Those  club  branches  that  could  reimburse  the 
adjusted  cost  of  APF  support  from  operating  income  without  recourse  to 
fund  equity. 


(.Z)  Category  II.  Those  club  branches  that  would  have  to  draw  on  fund 
equity  to  reimburse  API’  support  costs  but  at  a rate  that  could  be  sus- 
tained in  excess  of  3 years. 

(3)  Category  111.  Those  club  branches  that  would  have  to  draw  on 
fund  equity  to  reimburse  API  support  costs  but  at  a rate  that  could  be 
sustained  for  not  more  than  1.0 — 2.9  years. 

(4)  Category  IV.  Those  club  branches  that  would  have  to  draw  on  fund 
equity  to  reimburse  APP  support  costs  but  at  a rate  that  could  not  be 
sustained  for  up  to  .9  of  a year.  A comparison  of  categorization  of  clubs 
for  FY  7b  and  FY  7T  plus  three  quarters  of  FY  77  is  shown  in  figure  1. 

FIGURE  1 

COMPARISON  OF  224  ARMY  CLUB  BRANCHES  IN  CONUS  AND  USAREUR  BASED 
ON  THEIR  ABILITY  TO  SUSTAIN  THE  LOSS  OF  APF  SUPPORT 


FY  7b  and  FY  7T  Plus  Three  Quarters  FY  77 


I 

C A T E G 0 

11 

R I E S 

III 

IV 

FY  7b 

8. 1% 

18.3% 

25.4% 

48.2% 

FY  7T  plus  1-3 
Qtrs  FY  77 

10.3% 

20.1% 

25.4% 

44.2% 

Most  critical  are  those  clubs  in  Categories  III  and  IV  which  include  73.6 
percent  of  club  branches  measured  for  FY  7b  and  69.6  percent  of  club 
branches  measured  as  of  30  June  1977.  This  difference  attests  to  the 
general  overall  improvement  of  the  financial  condition  of  individual  club 
branches  while  benefiting  from  currently  authorized  APF  support. 

b.  Financial  condition  of  Army  clubs  while  receiving  APF  support  has 
constantly  improved  operations  in  the  past  3 years.  A comparison  of  club 
operating  results  is  shown  in  figure  2. 


FIGURE  2 


COMBINED  CLUBS  OPERATING  RESULTS,  ARMY-WIDE 
(in  Millions) 


FY  7T  and  First 


Section  I 

FY  73 

FY  76 

Three  Qtrs  FY  77 

Sales 

$201.4 

$207.9 

$218.5 

Other  Income 

37.8 

38.8 

40.5 

Total  Income 

239.2 

246.7 

259.0 

Costs  of  Goods 

105.3 

109.5 

114.2 

Total  Expenses 

127.8 

129.8 

134.5 

Net  Income  (NI) 

$ 6.1 

$ 7.4 

$ 10.3 

Percent  NI  to  Sales 

3.0% 

3.6% 

4.7% 

Section  11 

FY  73 

FY  76 

Third  Qtr  FY  77 

Number  of  Club  Branches 

286 

289 

265 

Number  Profitable 

192 

200 

201 

Number  Unprofitable 

94 

89 

64 

Percent  Unprofitable 

32.9% 

30.8% 

24.2% 

c.  Should  clubs  have  had  to 

reimburse 

the  cost  of 

APF  support  in  FY 

7b  and  to  have  employed 

NAF 

personnel  during  that  period  vice  assigned 

military  and  DAC  personnel, 

club 

operating 

costs  would 

have  had  to  have 

been  increased  by  $36.9 

million. 

an  average 

of  29  percent.  The  financial 

impact  of  this  simulated  increase  in  operating  expenses  is  shown  in 
figure  3. 


FIGURE  3 


COMBINED  CLUB  OPERATING  RESULTS,  FY  76 
COMPARED  TO  SIMULATED  INCREASE  IN  OPERATING  EXPENSES 


TO  OFFSET  THE  COST  OF 


Sales 

Other  Income 
Total  Income 
Co  st  o f Good  s 
Total  Expenses 
Net  Income  (NI) 
Percent  NI  to  Sales 


WITHDRAWAL  OF 

APF  SUPPORT 

Actual 

Simulated 

Difference 

$207.9 

$207.9 

$ 

0 

38.8 

38.8 

0 

246.7 

246.7 

0 

109.5 

109.5 

0 

129.8 

166.7 

36.9 

7.4 

(29.5) 

36.9 

3.6% 

(14.0%) 

(17.6%) 
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d . To  offset  the  adjusted  cost  ($36.9  million)  of  withdrawal  of  APF 
club  support  by  October  1980  and  to  provide  for  the  minimum  net  income 
objective  of  five  percent  of  sales  will,  based  on  FY  76  operating  results, 
require  clubs  to  generate  approximately  19  percent  additional  net  income 
(14.0  aud  5 percent). 

e.  An  analysis  of  the  degree  to  which  clubs  within  individual  MACOM's 
are  dependent  upon  APF  support  and  consequently,  will  by  that  same  degree, 
augmented  by  additional  NAF  personnel  costs,  have  to  generate  additional 
operating  income  to  offset  withdrawal  of  such  support  is  shown  in 

figure  4. 

FIGURE  4 


ANALYSIS  OF  THE  FINANCIAL  IMPACT  OF  THE  COST  OF 
WITHDRAWAL  OF  APF  SUPPORT  FOR  CLUBS  BY  MACOM,  ARMY-WIDE 


MACOM 

Percent  APF  Support 
to  Combined  Club  Sales 

DOD  Demo  Survey  Adjusted 

Average  Mean  % Increase  in 

Net  Income  to  Offset  Adjusted 
APF  Support  and  Breakeven 

DARCOM 

38% 

45% 

40% 

FORSCOM 

17 

21 

18 

TRADOC 

13 

16 

10 

USAREUR 

18 

21 

20 

All  Other 

14 

18 

29 

Clubs  having  received  much  APF  support  will  have  a greater  cost  offset  as 
a result  of  significant  curtailment  or  withdrawal  of  all  APF  support.  As 
shown  in  figure  4,  Army  clubs  in  DARCOM,  all  other  MACOM's  and  USAREUR 
have  the  largest  amounts  of  offset. 

4.  Alternative  Operational  Modes.  Considering  the  alternative  organiza- 
tional structures  for  management  of  the  Army  club  system  that  are  a part 
of  this  study,  the  potential  for  clubs  to  offset  the  cost  of  withdrawal  of 
APF  support  must  be  determined  for  two  modes  of  operation: 

a.  As  it  impacts  on  individual  club  systems  as  they  are  now  operated 
under  a decentralized  mode  as  local  installation  NAFI's  (Alternatives  II 
and  III).  Under  this  mode,  the  problem  is  one  of  determining  each 
individual  club's  capability  to  unilaterally  offset  the  cost  of  withdrawal 
of  that  amount  of  APF  support  that  it  is  now  receiving  or  that  it  will  be 
receiving  at  the  time  such  support  is  withdrawn. 
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b.  As  it  impacts  on  clubs  Ariny-wide  in  a fully  centralized  mode  as 
part  of  a financially  integrated  centrally  operated  Army  club  system 
(Alternative  1).  The  problem  in  this  mode  is  one  of  determining  the 
capability  of  an  integrated  Army  club  system  to  offset  the  cost  of  with- 
drawal of  APF  support  that  it  would  be  receiving  at  the  time  such  support 
is  withdrawn.  Because  of  requisite  fiscal  integration  of  all  Army  club 
funds,  this  mode  provides  for  leveling  of  net  income  between  profitable 
and  marginal  clubs. 

b . Examination  of  Individual  Club's  Capability  to  Offset  the  Cost  of 
Withdrawal  of  APF  Support. 

a.  Two  separate  analysis  were  made  to  determine: 

(1)  Offset  costs  for  individual  club  branches  and; 

. (2)  The  length  of  time  each  club  branch  could  sustain  the  offset  cost 

of  withdrawal  of  all  APK  support  considering  payment  of  offset  costs  from 
current  operations  and  fund  equity  (net  worth). 

b.  The  offset  cost  for  each  fund  examined  was  computed  to  show  its 
relationship  of  sales.  An  extract  of  the  analysis  is  provided  at  figure 
5.  This  analysis  is  shown  in  appendix  5-B. 

FIGURE  5 


OFFSET  COSTS  FOR  THE  WITHDRAWAL  OF  APF  SUPPORT 
FOR  INDIVIDUAL  CLUB  BRANCHES  IN  CONUS  AND  USAREUR 

EXTRACT 


CATEGORIES** 
I II  III  IV 


Years  Years  Years  Years 


MACOM 

Installation  Club 
System  and  Branch 


OFFSET  COSTS 
Percent  to  Sales  * 
to  Breakeven 


FIGURE  5 (Cont ' d ) 


ALL  OTHER  NACOM 


Pentagon  AC 

CONSUL 

A % 

3A.8 

Arlington  Hall 

NCO 

35% 

0.9 

Detr ick 

CONSOL 

51% 

0.5 

JAREUR 

Berl  in 

NCO 

1% 

58.7 

Worms 

OFF 

Al% 

0.  A 

Giessen 

OFF 

89% 

0.01 

*Percent  takes  into  consideration  club's  percent  net  income  to  sales  as 
of  10  June  1977. 

**Category  identifies  number  of  years  club  branches  could  offset  the 
impact  of  the  cost  of  withdrawal  of  APF  support  from  Fund  Equity  (less 
Depreciation):  I — sustain  loss  from  operating  income,  II — sustain  loss 

from  Fund  Equity  for  more  than  3 years,  III — sustain  loss  from  Fund 
Equity  for  up  to  3 years  and  IV — sustain  loss  from  Fund  Equity  up  to  .9 
of  a year  (11  months). 

b . Examination  of  the  Capability  of  a Financially  Integrated  Army  Club 
System  to  Offset  the  Cost  of  Withdrawal  of  APF  Support. 

a.  Financial  integration  of  clubs  Army-wide  would  transfer  all  assets 
and  liabilities  of  club  branches  to  the  Army  Club  Fund  (ACF).  This  would 
change  their  status  from  separate  fund  entities  to  subsidaries  of  the  ACF 
and  also  give  the  ACF  a vested  interest.  As  such,  each  would  be  respon- 
sible for  making  a predetermined  budgeted  contribution  to  the  overall 
financial  condition  of  the  Army  club  system.  Those  activities  capable  of 
producing  additional  net  income  would  be  charged  to  do  so,  those  that 
would  need  subsidization  to  ensure  continuation  of  operations  would  be 
budgeted  to  operate  on  a breakeven  or  loss  basis  pending  favorable  results 
of  actions  that  would  be  directed  to  efficiently  manage  and  control  their 
expenses  based  on  their  operating  income.  Individual  club  capital 
expenditure  requirements  would  be  prioritized  by  the  Board  of  Directors 
and  compete  for  financing  from  club  funds  allocated  for  that  purpose. 

b.  Figure  A above  does  not  specifically  apply  under  this  mode  of 
operation  as  fund  equity  of  clubs  Army-wide  would  be  combined  and 
centrally  managed.  This  provides  for  programing  of  the  period  of  time  the 
Army  club  system  could  sustain  operations  of  individual  clubs  during  the 
offset  period. 

c.  Figure  5 (Appendix  5-B)  , however,  is  critical  as  it  shows  the 
amount  of  each  club  branch's  imbalance  in  operating  income  and  expense. 
Consequently,  the  Army  club  system  would  need  to  plan,  implement,  follow 
through,  adjust  as  need  be,  and  achieve  a reasonable  degree  of  success  for 
those  actions  listed  in  paragraph  7,  below. 
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7 . Method  ot  Offsetting  the  Cost  of  Withdrawal  of  AFF  Club  Support. 
Improving  Ariny-wide  club's  financial  condition  will  have  to  be  caused  by  a 
combination  of  actions  based  on  increasing  income  and  decreasing  expenses. 
Provided  below  is  an  analysis  of  major  income  activities  and  major  ele- 
ments ot  expense  which  depicts  the  potential  range  of  adjustment.  A 
separate  analysis  follows  of  those  factors  outsie  the  control  of  club 
managers  at  installation  level  that  are  considered  to  limit  the  extent  to 
which  income  and  expense  adjustments  can  be  made.  These  analyses  provide 
a range  of  adjustments  applicable  to  the  overall  system.  A separate 
analysis  needs  to  be  made  for  each  club  annex  of  individual  installation 
club  system  branches  Army-wide  prior  to  implementation  of  any  action 
resultant  from  this  study.  (See  paragraph  8.) 

a.  Income . Income  is  produced  from  sales  of  goods  and  services 
(Sales  Income)  and  from  sources  other  than  sales  departments  such  as 
vending  machines,  membership  dues,  dividends  from  club  operated  package 
beverage  branches,  the  USAREUK  Class  VI  Agency  (for  clubs  in  USAREUR), 
bingo,  fees/ charges , and  interest  on  investments  (Other  Income). 

(1)  Sales  Income.  The  number  of  sales  departments  by  club  varies  as 
does  membership  use  and  sales  volume  by  department.  Food  and  bar  depart- 
ments are  the  primary  sales  generating  club  activities.  Various  other 
sales  departments  are  operated  by  Army  clubs  (e.g.,  swimming  pool,  golf 
course,  guest  house).  The  volume  of  sales  is  controlled  by  unit  price  and 
the  number  of  times  each  unit  is  sold.  Consequently,  sales  volume  can  be 
increased  by  raising  prices,  increasing  number  of  units  sold  or  a 
combination  thereof. 

( a ) Raise  Prices. 

1_  There  are  two  basic  parts  to  pricing  cost  of  goods  which  is  the 
club's  cost  of  ingredients  for  items  offered  for  sale  and  gross  income 
(profit)  from  which  club's  pay  all  operating  expenses  and  derive  net 
income  (profit).  At  the  present  time,  the  Army-wide  average  cost  of  goods 
is  44  percent  and  gross  income  is  56  percent.  Commercial  restaurant/ 
cocktail  lounges  averag'e  35  percent  cost  of  goods  and  65  percent  gross 
income.  This  difference  results  in  substantial  savings  for  Army  club 
members.  For  example,  should  an  average  Army  club  and  a commercial 
restaurant/cocktail  lounge  each  sell  an  identical  item  for  which  each  paid 
a unit  price  of  44  cents,  the  club  sell  price  would  be  less  as  indicated 
in  figure  6. 
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FIGURE  fa 


COMPARISON  OF  SELL  PRICE  IN  AN  AVERAGE  ARMY  CLUB 
AND  A COMMERCIAL  RESTAURANT/COCKTAIL  LOUNGE 


Army  Cl  u'd 
Amount  Percent 


Commercial  Restaurant/ 

Cocktail  Lounge  Difference 

Amount  Percent  Amount  Percent 


Cost  of  Goods 

$ .44 

447. 

$ .44 

35% 

-0- 

(9%) 

Gross  Income 

.56 

5b% 

.82 

65% 

$ 

.26 

(9%) 

Sales  Price 

$1.00 

100% 

$1.26 

100% 

$. 

26 

26% 

2_  As  shown  in  figure  fa  above,  the  average  Army  club  offers  9 percent 
more  value  and  2fa  percent  better  prices  than  the  average  commercial 
restaurant/ cocktail  lounge.  If  club  sell  prices  were  to  be  increased  by 
10  percent,  they  could  still  be  competitive.  Note  that  because  cost  of 
goods  is  a fixed  amount  (e.g.,  44  cents  as  shown  in  figure  6)  its 
relationship  to  sell  price  will  change  if  prices  are  increased.  The 
impact  of  a 10  percent  price  increase  is  shown  in  figure  7. 

FIGURE  7 


COMPARISON  OF  AN  AVERAGE  ARMY  CLUB 
AND  A COMMERCIAL  RESTAURANT/ COCKTAIL  LOUNGE 


Ten  Percent  Increase  In  Club  Sell  Price 


Commercial  Restaurant/ 

Army 

Club 

Cocktail  Lounge 

Difference 

Amount 

Percent 

Amount 

Percent 

Amount 

Percent 

Cost  of  Goods 

$ .44 

40% 

</> 

35% 

-0- 

(5%) 

Gross  Income 

.66 

60% 

.82 

65% 

$ .16 

(5%) 

$1.10 

100% 

$1.26 

100% 

$ .16 

15% 

3^.  As  shown  in  figure  7,  even  with  a 10  percent  increase  in  sell 
price  clubs  could  continue  to  offer  up  to  5 percent  more  value  and  15 
percent  better  prices  than  commercial  restaurants/cocktail  lounges. 


4_.  An  increase  of  10  percent  in  club  sales  for  FY  76  would  have 
produced  $20.7  million  additional  net  income  (sales  $207.  million  x .10). 

b.  Other  Income.  There  are  four  primary  sources  of  other  income: 
membership  dues,  dividend  distribution  from  club  operated  package 
alcoholic  beverage  stores,  bingo,  and  fees/ charges . Army  clubs  in  USAREUR 
also  derive  considerable  other  income  from  consessionaire  sales  and 
bazaars.  As  each  of  the  four  sources  is  separate  and  distinct,  each  shall 
be  discussed  separately. 
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(i)  Hembersphip  Dues. 

(a)  Army  Regulation  230-60  authorizes  Army  clubs  to  charge  member- 
ship dues.  Membership  dues  may  be  charged  to  finance  capital  asset 
acquisition,  replacement,  and  improvement  or  for  liquidating  long  term 
indebtedness.  There  is  no  fixed  requirement  as  to  the  frequency  or  the 
amount  of  such  dues  and  no  requirement  that  a flat  or  staggered  dues  rate 
be  used . 

(b)  In  practice,  officers'  and  consolidated  clubs  have  traditionally 
charged  dues  and  enlisted  clubs  generally  have  not.  However,  some 
enlisted  clubs  do  charge  dues.  Membership  dues  are  most  commonly  charged 
at  a flat  rate  applicable  to  all  dues  paying  members;  dues  are  billed  and 
collected  monthly  in  officers'  and  consolidated  clubs  and  are  collected  at 
enlisted  clubs  at  the  beginning  of  each  month  and  club  cards  are  issued  or 
validated  for  the  current  month.  The  average  amount  of  dues  charged  in 
officers'  clubs  Army-wide  was  $8.75  in  1975. 

(c)  The  amount  of  dues  charged  by  officers'  , consolidated  and 
enlisted  clubs  varies  by  club,  Army-wide,  based  on  each  club's  actual 
requirement  for  other  income  and  limited  to  a degree  by  commander's 
appreciation  of  just  how  much  higher  dues  can  be  raised  without  adversely 
impacting  upon  membership  use  of  clubs  or  causing  members  to  resign  their 
membership.  Membership  dues  income  for  clubs  Army-wide  for  the  first 
three  quarters  FY  77  are  shown  in  figure  6. 

FIGURE  8 


COMBINED  MEMBERSHIP  DUES  FOR  CLUBS  ARMY-WIDE 


First  Three 

Quarters  FY 

77 

OFF  BR 

ENL  BR 

CONSOL 

BR 

TOTAL 

Dues  Collected 
Percent  to  Sales 

$ 9.26  Mil 
17.0 

$1.58  Mil 
1.9 

$ .43 

8.6 

Mil 

$11.3  1 

Projected  Membership  Dues  for  FY  77  - $15  Mil 

(d)  Club  branches  Army-wide  have  been  using  membership  dues  to 
support  daily  operations  in  contravention  of  the  prescribed  use  of 
membership  dues  (see  paragraph  4-3,  AR  230-60).  Consequently,  collec- 
tively clubs  have  not  made  the  needed  investment  in  capital  asset  acquisi- 
tion, renovation  and  replacement.  Membership  dues  equate  to  approximately 
7 percent  of  combined  club  sales  Army-wide  in  FY  77. 

(e)  A modest  10  percent  increase  in  membership  dues  rates  rounded  off 
to  the  next  highest  dollar  applied  to  club  operating  results  would  have 
produced  additional  income  of  $1.5  million  in  FY  76  and  $1.5  million  in 

FY  7T  plus  three  quarters  of  FY  77. 
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(£)  Notwithstanding  that  clubs  are  membership  activities,  many 
installations  have  opened  the  r clubs  to  nonmembers  during  the  lunch 
period  to  provide  necessary  dining  facilities  to  personnel  assigned  to  the 
installation.  During  the  time  these  personnel  use  clubs  they  enjoy  all 
the  benefits  of  club  activities  and  cause  appreciable  wear  and  tear  on 
club  buildings,  floor  coverings,  furniture,  fixtures  and  equipment,  yet 
they  do  not  pay  dues. 

(g)  A 10  or  15  percent  service  tax  could  be  applied  to  guest  checks 
for  food  and  bar  sales  of  nonmembers  exclusive  of  military  personnel  in 
designated  essential  messes  permitted  to  use  clubs  during  installation 
lunch  periods.  No  statistics  are  available  at  this  time  to  determine  the 
potential  for  additional  income  from  this  source.  However,  it  is 
estimated  that  30  percent  or  greater  of  weekday  lunch  sales  are  to 
nonmembers. 

(2)  Bingo  Activities.  Bingo  can  be  big  business.  Enlisted  clubs 
generated  $2.1  million  in  bingo  income  in  the  first  three  quarters  FY  77 
while  officers'  clubs  generated  $268  thousand  and  consolidated  branches 
$107  thousand.  It  can  not  be  readily  predicted,  in  the  scope  of  this 
study,  just  how  much  more  income  clubs  can  generate  from  bingo.  The 
TAOCEN  training  brief.  Bingo  for  Profit,  provides  excellent  guidance  on 
determination  of  the  bingo  market  and  how  to  organize,  advertise,  and 
conduct  bingo  operations. 

( 3 ) Dividends  from  Club  Operated  Package  Alcoholic  Beverage  Sales. 
Club  operated  package  alcoholic  beverage  retail  stores  are  authorized  by 
AR  21U-65  to  sell  at  not  less  than  90  percent  of  the  lowest  sell  price 
exclusive  of  state  sales  tax  of  these  retail  stores  in  the  area  sur- 
rounding the  installation.  Even  the  more  strict  application  of  this 
standard  will  produce  higher  and  lower  prices  than  some  local  stores 
because  different  prices  from  different  stores  are  used.  If  this  require- 
ment is  not  being  rigorously  applied  then  there  would  be  package  alcohol 
beverage  retail  stores  with  average  prices  that  are  either  higher  or  lower 
than  the  90  percent  standard.  Though  a store  by  store  survey  has  not  been 
taken,  information  garnered  from  onsite  technical  training  and  management 
assistance  teams  shows  that  variances  did  exist  on  the  high  and  low  side 
of  the  90  percent  standard.  It  is  recognized  that  prices  will  vary  from 
store  to  store  and  from  state  to  state  for  reasons  such  as  operating  cost, 
buying  practices,  quantity  discounts,  state  controlled  pricing,  and  state 
taxes.  The  vast  difference  in  net  income  from  package  beverage  sales 
indicates  a potential  for  a closer  relationship  to  the  present  Army-wide 
average  of  14.6  percent. 

(a)  The  range  of  net  income  to  sales  and  a comparison  of  package 
beverage  sales  for  individual  MACOM's  to  the  Army-wide  14.6  percent  net 
income  to  sales  for  combined  operating  results  of  package  beverage  retail 
stores  is  shown  in  figure  9. 
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FIGURE  9 


NET  INCOME  TO  SALES  PERCENTS  FOR  CLUB  OPERATED 
PACKAGE  BEVERAE  STORES  BY  MACOM 


Compared  to  Army-wide  Average  14. 6 Percent  Net  Income  to  Sales 
FY  7T  and  Three  Quarters  FY  77 


Ne  t 

to 

Inc ome 

Sales 

Average 
Net  Income 

Difference  From 
14.6%  Average 
Army-wide  N1  to 
Sales 

Potential 
Gain  in 

Net  Income 

DA ROOM 

2.8 

22.0% 

14.70% 

.10% 

$ 6,451 

FORSCOM 

6.3 

20.1 

14.1 

( .50%) 

182,862 

TRADOC 

a. 7 

13.5 

13.5 

(1.10%) 

244,412 

ASA 

14.6* 

14.60 

DLA-DGSC 

10.7* 

10.70 

(3.90%) 

40,394 

MTMC 

7.3* 

7.30 

(7.30%) 

38,619 

USACC 

9.4 

15.8 

10.00 

(4.60%) 

40,234 

USMA 

11.70 

11.70 

(2.90%) 

29,652 

USARJ 

16.7 

19, & 

18.25 

EUSA 

14.1 

24.7 

20.03 

$582,664 

*0ne  Store 

(b) 

Figure  9 

above  shows 

a potential 

gain  of  $582,664  could 

be 

realized  if  all  package  alcoholic  beverage  retail  stores  achieved  at  least 
the  Army-wide  average  of  14.6  percent  net  income  to  sales. 

(c)  Package  alcoholic  beverage  retail  stores  were  established 
primarily  as  a convenience  to  members  of  military  communities.  The  90 
percent  of  average  local  sell  price  standard  was  adopted  to  preclude 
intentional  under  pricing  and  to  guard  against  inadvertant  over  pricing  in 
relation  to  local  liquor  stores.  Notwithstanding,  club  operated  package 
alcoholic  beverage  retail  stores  have  a price  advantage  over  some  local 
stores  either  because  various  local  prices  are  used  to  establish  Army 
prices;  their  prices  have  changed  since  the  survey;  and  local  stores  are 
required  to  charge  state  sales  tax  which  in  itself  is  5 percent  of  sell 
price  in  many  instances. 

(d)  Based  on  package  alcoholic  beverage  sales  in  FY  76  and  FY  77,  a 
10  percent  across  the  board  increase  in  sell  prices  with  no  change  in  cost 
of  goods  or  operating  expenses  would  have  produced  additional  net  income 
of  $7.4  million  in  FY  76  and  $7.9  million  in  FY  77. 
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(w)  Fees  and  Charges.  Clubs  operate  many  activities  other  than  food 
and  beverage  activities.  Such  activities  are  also  found  in  neighboring 
civilian  communities  surrounding  Army  installations;  golf  courses,  tennis 
courts,  swimming  pools,  guest  houses,  and  dog  kennels  to  name  a few. 

There  is  no  data  available  at  this  headquarters  to  provide  proper  analysis 
of  the  potential  for  additional  income  in  operation  of  these  activities. 

A cursory  review  of  prevailing  fees  and  charges  of  local  commercial  acti- 
vities compared  to  those  charged  by  Army  clubs  is  sufficient  to  indicate 
the  present  cost  benefit  to  club  members  when  using  these  club  activities 
and  clubs'  range  for  increase  in  fees  and  charges. 

( 5 ) Interest  on  Investments. 

(a)  Ak  2JU-bO  requires  Army  clubs  to  invest  cash  that  is  excess  to 
operating  requirements.  The  Army  Club  Fund  (ACF)  and  the  USAREUR  Club 
Fund  have  centralized  investment  programs.  Clubs  are  encouraged  to  use 
the  Central  Investment  Program  (CFP)  of  the  ACF  as  it  provides  for  a 
higher  rate  of  return  than  can  be  currently  obtained  from  any  other 
authorized  source  of  investment  of  club  funds.  A recent  review  of  excess 
operating  cash  for  clubs  Army-wide  identified  an  additional  $3.7  million 
that  Could  tiave  been  invested.  Commanders  were  asked  to  review  the  cash 
position  of  club  branches  at  their  installation  club  systems  and  to  ensure 
prompt  and  continuous  investment  of  cash  excess  to  operating  requirements. 
Should  clubs  collectively  invest  the  $3.7  million  identified  as  excess  to 
their  requirements  it  would  generate  $278  thousand  interest  in  a 12-month 
per ioa . 


(b)  The  Air  Force  and  Navy  have  established  centralized  banking  for 
their  clubs  throughout  the  world.  These  programs  basically  provide  for 
clubs  to  continue  depositing  daily  receipts  into  their  local  bank 
accounts.  Their  banks  are  instructed  to  transfer  any  amount  (rounded  to 
$100)  that  is  in  excess  of  $100  to  the  central  bank  for  the  respective 
services.  Club  managers  then  write  checks  on  the  central  bank  for  all 
expenditures.  Each  service  has  an  authorization  threshold  to  monitor 
checks  written  for  large  amounts.  The  services  then  invest  cash  on  hand 
in  the  central  bank  that  is  determined  excess  to  the  daily  operating 
requirements  of  their  clubs.  In  the  Air  Force,  their  equivalent  of  the 
ACF  accrues  all  interest  on  investments.  In  the  Navy,  the  clubs  accrue 
interest  earned  on  their  investments.  The  Air  Force  and  Navy  have  not 
measured  the  amount  of  additional  cash  invested  as  a result  of  their 
central  banking/investment  programs. 


(c)  It  is  estimated  that  should  the  Army  initiate  and  operate  a 
central  banking/ investment  program  that  an  additional  $11  million  excess 
operating  cash  could  be  invested  annually  for  the  Army  club  system. 
Applying  the  current  interest  rate  paid  by  the  C1P,  this  would  produce 
$730  thousand  additional  interest  income  in  a 12-month  period. 
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c.  Expenses.  Major  categories  of  expense  are:  cost  of  goods  sold 
(COGS),  departmental  labor,  administrative  labor,  central  accounting 
office  (CAU)  service  charge,  commercial  entertainment,  bingo  prizes, 
administrative  support  branch  (ASB)  and  depreciation.  With  the  exception 
of  commercial  entertainment  which  is  a service  and  bingo  prizes  and 
depreciation,  all  other  categories  of  major  expense  are  primarily  labor. 
Distribution  of  expense  in  relation  to  total  revenue  is  shown  in  figure 
10. 

FIGURE  10 

PERCENT  OF  COMBINED  OPERATING  EXPENSES 
OF  CLUBS  ARMY-WIDE  TO  TOTAL  REVENUE 


Third  Quarter  FY  77YTD 
($  In  Thousands) 


TOTAL  EXPENSE 

DARCOM 

FORSCOM 

TRADOC 

OTHER  CONUS 

PACIFIC 

USAREUR 

TOTAL 

Total  Revenue 

$12,283 

$59,888 

$40,148 

$14,419 

$21,314 

$46,239 

$194,291 

COGS 

b,  028 

29,992 

19,337 

5,649 

10,500 

13,985 

85,491 

Dept  Labor  * 

2,435 

9,902 

6,787 

3,669 

3,377 

11,954 

38,124 

Admin  Labor  * 

879 

4,610 

3,294 

1,401 

1,847 

5,772 

17,803 

CAO  * 

494 

1,087 

797 

337 

32 

1,123 

3,870 

Comm.  Ent. 

374 

2,046 

1,561 

428 

896 

3,556 

8,861 

Bingo  Prizes 

234 

1,814 

1,578 

438 

525 

1,528 

6,117 

ASB  * 

129 

1,938 

1,124 

264 

1,145 

1,629 

6,229 

Depreciation 

238 

1,218 

1,075 

344 

619 

986 

4,480 

All  Other  Expenses  854 

4,165 

3,194 

1,344 

1,629 

3,733 

14,919 

*Total  Labor 

Ex-  3,937 

17,537 

12,002 

5,671 

6,401 

20,478 

66,026 

penses  (Dept. 

Labor,  Admin 
Labor,  ASB,  CAO) 

Cost  of  Goods  Sold  for  the  period  was  44  percent  of  total  revenue  and 
labor  to  include,  departmental,  administrative,  CAO,  and  ASB  was  34 
percent  of  total  revenue.  'hese  two  items  of  expense  account  for  78 
percent  of  total  expenses. 

(1)  Cost  of  Goods  Sold  (COGS). 

(a)  The  amount  of  COGS  as  shown  in  figure  10  above  is,  according  to 
accounting  records,  the  value  of  that  amount  of  inventory  charged  as 
having  been  used  during  the  accounting  period  to  produce  all  food  and 
beverage  items  sold  through  club  sales  departments.  COGS  is  normally 
expressed  as  a percentage  of  sales  as  this  verifies  the  accuracy  of 
pricing.  The  difference  between  COGS  and  sales  price  is  gross  income. 
Therefore,  this  relationship  must  be  continuously  monitored  to  detect  any 
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variation  in  cost  of  goods  that  would  result  in  a greater  or  lesser  amount 
of  gross  income.  A greater  amount  of  gross  income  could  increase  clubs 
net  income  and  a lesser  amount  of  jtoss  income  could  cause  an  operating 
loss.  Separate  analysis  are  routinely  made  in  conduct  of  the  CMD  Review 
and  Analysis  function  for  club  branches  Army-wide  to  determine  deviations 
of  COGS  and  other  categories  of  expense  from  approved  operating  objec- 
tives. These  analyses  have  shown  that  in  many  instances  this  relationship 
varies  erratically  with  no  apparent  explanation.  Variances  are  too  great 
ana  fluctuate  to  a degree  that  can  only  indicate  lack  of  control  over 
COGS. 


(b)  Those  clubs  not  experiencing  erractic  variations  but  having 
constant  differences  between  computed  and  actual  COGS  also  have  control 
problems.  There  are  many  clubs  that  provide  too  much  food/ beverage  or 
items  that  are  too  costly  in  relation  to  sales  prices  or  that  because  of 
poor  menu  design  have  a sales  mix  (that  combination  of  items  sold  each 
having  a alfferent  cost  of  goods  relationship  to  sales  price)  that 
generates  sales  of  predominately  high  cost  (in  relation  to  sales  price) 
items.  This  results  in  a high  average  COGS.  The  vast  majority  of  Army 
clubs  can  be  categorized  under  one  or  more  of  the  above  conditions. 

(c)  It  could  be  possible  with  proper  analysis  of  each  club's  food  and 
beverage  programs  to  generate  savings  in  this  area  of  10  percent.  Consid- 
ering that  COGS  expenses  for  FY  7b  were  $109.6  million  and  for  FY  7T  and 
three  quarters  of  FY  77  were  $114.0  million,  application  of  a 10  percent 
decrease  in  this  category  of  expense  could  have  produced  $11  million 
savings  in  FY  76  and  $11.4  million  savings  in  FY  7T  and  three  quarters  of 
FY  77. 

(2)  Labor . As  indicated  in  figure  10  above,  club  labor  represents  34 
percent  of  all  club  costs.  There  are  two  basic  differences  between  club 
labor  and  that  of  comparable  commercial  restaurants/ cocktail  lounges. 

Clubs  employ  a higher  percentage  of  their  work  force  as  full-time 
employees  and  clubs  have  approximately  13  percent  higher  wage  costs  than 
their  commercial  counterparts.  The  latter  is  due  to  Public  Law  92-392 
that  requires  payment  of  shift  and  night  differentials,  time  and  a half 
for  overtime  and  double  time  on  holidays  and  precludes  clubs  from  taking 
advantage  of  the  tip  offset  credit.  Consequently,  much  of  club's  payroll 
costs  are  quasi-fixed  expenses.  Only  that  part  of  the  payroll  that 
provides  for  payment  of  part-time  personnel  and  for  overtime  is  a variable 
expense.  Labor  costs  must  be  reduced.  To  do  this  will  require  drastic 
decisions  and  in  some  instances  radical  changes  to  club  operations  to 
adjust  expenses  to  achieve  a proper  relationship  with  club  operating 
income.  The  general  10  percent  reduction  in  expenses  proposed  at  the 
beginning  of  this  chapter  would  have  produced  a $8.5  million  savings  in  FY 
7b  and  a $8.9  million  savings  in  FY  7T  and  three  quarters  FY  77. 
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(3)  Commercial  Entertainment.  Commercial  entertainment  is  a 
tremendous  business  builder,  one  of  the  best  that  clubs  have.  Club 
expenditures  Army-wide  for  commercial  entertainment  are  shown  in  figure 


li. 

FIGURE  11 

COMMERCIAL  ENTERTAINMENT  EXPENSE  TO 
TOTAL  REVENUE  FOR  CLUB  BRANCHES  BY  CATEGORY  AND  BY  MACOM 

First  Three  Quarters  FY  77  Extrapolated  to  Four  Quarters 

($  In  Thousands) 

Percent  Percent  Percent 


OFF  Branch 

ENL  Branch 

CONSOL  Branch 

UARCOM 

3.9 

7.3 

6.5 

FORSCOM 

4.7 

7.7 

0 

TRADOC 

4.8 

8.5 

0 

OTHER  CONUB 

3.3 

6.1 

0.3 

FAC  IF  1C 

4.2 

6.9 

5.9 

USAREUR 

4.5 

10.2 

4.7 

Average 

4.25 

7.78 

4.35 

Mean  Average 

4.45 

7.5 

5.30 

A recomputation  of  the  average  and  mean  average  percent  for  enlisted  clubs 
exclusive  of  USAREUR  produced  7.3  for  each  of  the  two  thus  attesting  to 
the  homogeneity  of  average  percent  of  expense  for  those  MACOM' s. 
Conversely,  it  shows  that  commercial  entertainment  expenses  for  enlisted 
clubs  in  USAREUR  are  AO  percent  greater  than  the  adjusted  7.3  percent 
average  for  all  other  MACOM' s.  Total  commercial  entertainment  expenses 
for  FY  7b  and  FY  7T  plus  three  quarters  of  FY  77  were  $24.9  million. 
Applying  a 10  percent  reduction  to  this  expense  would  have  produced 
savings  of  $1.3  million  in  FY  76  and  $1.2  million  in  FY  7T  plus  three 
quarters  FY  77. 

(4 ) Factors  Outside  the  Control  of  Club  Managers  that  Impact  on  Clubs 
Ability  to  Offset  the  Cost  of  Withdrawal  of  Appropriated  Fund  Support. 

(a)  Club  branches  of  installation  club  systems  Army-wide  are  provided 
technical  services  on  a reimbursable  basis  from  centralized  installation 
activities,  accounting  (except  in  USAREUR  and  Korea),  civilian  personnel 
administration,  purchasing  and  contracting.  These  reimbursements  are 
variable  expenses.  The  club  managers  have  no  control  over  the  quality, 
completeness,  timeliness  or  cost  of  these  services.  These  costs  in  many 
instances  fluctuate  without  pattern  from  month  to  month  with  variances  in 
excess  of  $500.  Club  managers  cannot  plan  for  and  should  not  be  required 
to  plan  for  variations  in  expense  of  this  magnitude. 
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(b)  Under  Alternatives  11  and  111  of  this  study,  the  decisions  to  fix 
the  level  of  these  reimbursements  is  vested  in  146  individual  installation 
commanders.  Consequently,  the  possibility  of  reduction  and/or  stabiliza- 
tion of  these  expenses  cannot  be  accurately  predicted  as  they  are  subject 
to  that  same  number  of  individual  determinations. 

(c)  Under  Alternative  1 these  technical  services  would  be  internal  to 
the  Army  club  system  and  could  be  reduced  and  stabilized. 

6.  Actions  Required  by  Installations  to  Develop  Plans  to  Offset  the  Cost 
of  Withdrawal  of  APF  Support. 

a . Under  Atlernatives  11  and  111. 

(1)  Installation  commanders  must  determine  the  following  for  each 
club  annex  (facility)  Army-wide. 

(a)  The  exact  amount  of  APF  support  received  on  a recurring  basis  by 
category  prescribed  for  UODI  7000.12  quarterly  reports. 

(b)  The  actual  need  for  such  support  received  on  a recurring  basis. 

(c)  The  cost  of  continuing  only  the  actual  amount  of  APF  support  now 
provided  by  category  but  as  a direct  expense  to  the  club  either  from  the 
current  source  or  best  alternative  source. 

(d)  The  impact  of  these  additional  expenses  upon  club  operatio’ns. 

(e)  The  current  and  future  need  for  the  club  annex. 

(2)  Preparation  of  a Five-year  Operational  Plan. 

(a)  Prepare  a five-year  budget  using  the  forms  prescribed  by  the 
current  HQOA  TAGCEN  Club  Budget  LOI. 

(b)  Prepare  a realistic  time  phased  plan  of  action  that  establishes 
the  glide  path  of  expenses  to  bring  them  in  line  with  budget  objectives. 
Identify  those  areas  in  which  technical  assistance  is  needed. 

(c)  Submit  plan  and  budget  for  review,  by  CMD,  TAGCEN,  for  Alter- 
native II  or  MACOM  for  Alternative  III. 

(d)  Provide  authorized  APF  support  to  the  extent  practicable  as  a 
deliberate  cost  avoidance  to  clubs.  This  will  increase  clubs'  potential 
for  generating  some  fund  equity  during  the  offset  period. 

(e)  based  on  CMD,  TAGCEN  or  MACOM  approval  of  five-year  budget  and 
operating  plan: 
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_L.  Execute  plan  of  action. 

2_.  Adhere  to  milestones. 

^1.  Evaluate  progress  based  on  ob jec tives/milestones . 

j4.  Make  minor  adjustments  as  required  (ones  that  would  slip  a mile- 
stone for  more  than  one  month). 

_3.  Seek  approval  for  significant  adjustment. 

(>.  Seek  technical  advice  when  its  needed. 

(3)  Communicate  the  Problem.  Membership  should  be  apprised  of  the 
problem  to  ensure  that  they  are  fully  aware  of  the  risks.  They  should  be 
brought  into  planning  so  that  they  understand  the  need  for  the  actions 
that  will  have  to  be  taken  and  will  be  prepared  to  accept  the  favorable 
and  unfavorable  consequences.  Club  managers  will  need  help  and 
cooperation  from  membership  during  this  period  if  they  are  going  to 
continue  to  have  a club. 

b.  Under  Alternative  1.  Adoption  of  this  alternative  would  require 
transition.  CMD,  TAGCEN  would  plan,  direct,  and  take  action  to  prepare 
the  Army  club  system  to  evolve  to  the  Army  Club  Command.  Commanders  must 
work  in  coordination  with  Army  Club  Command  to  ensure  that  clubs  continue 
to  do  their  part  as  an  active  element  of  commanders'  MWR  program  and  to 
satisfy  the  continuing  needs  of  military  communities  Army-wide. 

(1)  Installation  commanders  must  determine  the  following  for  each 
club  annex  (facility)  Army-wide.  Those  determinations  cited  in  paragraph 
8a(l)  above  apply. 

(2)  CMD,  TAGCEN  must  take  the  following  actions: 

(a)  Financially  integrate  clubs  Army-wide  as  subsidaries  of  the  Army 
Club  Fund. 

(b)  Establish  a management  information  system. 

(c)  Develop  operational  procedures  to  systematize  Army-wide  club 
operations. 

(d)  Plan  and  establish  an  accounting  system. 

(e)  Develop  and  establish  a NAF  civilian  club  manager  career  program. 

(f)  Develop  and  establish  a club  manager  intern  program. 
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(g)  Develop  and  establish  a club  manager  recruitment  program. 

(h)  Develop  and  establish  model  clubs  as  intern  training  sites. 


(i)  Evaluate  commanders'  submission  of  determinations  made  as  a 
result  of  paragraph  8a(l)  above. 

( j)  Determine  financial  and  operational  objectives  for  each  club 
annex  (facility)  Army-wide. 

(k)  Develop  a plan  to  execute,  evaluate  and  adjust  Army-wide  club 
operations  to  achieve  financial  self-sufficiency. 

(l)  Generate  and  finance  a club  facility  improvement  program. 

(m)  Develop  and  establish  a program  for  the  centralized  operation/ 
control  of  package  alcoholic  beverage  sales  and  revenues. 
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APPENDIX  5-B 


CATEGORIZATION  AND  BREAK-EVEN  ANALYSIS  OF  224  CLUB  BRANCHES  IN  CONUS  AND 
USAREUR  BASED  ON  THEIR  ABILITY  TO  SUSTAIN  WITHDRAWAL  OF  ALL  APPROPR7 \TED 

FUND  (APF)  SUPPORT 


I . General . 

a.  The  withdrawal  of  APF  support  was  simulated. 

b.  The  financial  status  of  each  of  224  club  branches  (78  percent  of 
all  club  branches  Army-wide)  in  CONUS  and  USAREUR  for  FY  76  and  for  FY  7T 
plus  the  first  three  quarters  of  FY  77  were  examined.  Total  APF  support 
provided  in  FY  76  per  the  DOD  Demographic  Survey  was  determined  for  each 
cl-ub  branch  and  an  offset  cost  percentage  of  36  percent  (additional  cost 
of  NAF  civilians  vice  military  and  DAC  personnel)  based  on  DODI  7000.12 
added  to  club  expenses  for  the  two  periods.  This  adjusted  the  club 
branches  net  income  (profit/loss)  by  that  same  amount.  This  adjustment 
shows  the  financial  status  of  club  branches  had  they  been  charged  for  this 
APF  support  for  both  periods  (1976  and  1977)  but  assuming  they  would  have 
employed  NAF  civilians  in  lieu  of  military  and  DAC  personnel  and  had  they 
made  no  other  changes.  Printouts  of  Demographic  Survey  Data  for  the 
remaining  65  club  branches  was  not  available. 

c.  Adjusted  net  incomes  were  then  divided  into  each  club  branch’s 
fund  equity  (net  worth)  less  depreciation  for  fixed  assets.  This  provided 
the  number  of  years  that  each  club  branch  could  have  sustained  operations 
at  the  same  level  as  in  FY  76  assuming  each  would  be  charged  for  APF 
support. 

d.  Clubs  were  then  ranked  by  the  number  of  years  they  could  sustain 
the  simulated  withdrawal  of  funding  for  APF  support  and  categorized. 

(1)  Category  I — Still  profitable;  considered  self-sufficient. 

(2)  Category  II — Could  sustain  operations  for  three  or  more  years; 
could  achieve  self-sufficiency  from  operational  income  with  some  technical 
guidance . 

(3)  Category  III — Could  sustain  operations  for  one  to  2.9  years; 
could  not  achieve  self-sufficiency  from  operations  without  extraordinary 
technical  training  and  management  assistance. 


(4)  Category  IV — Could  sustain  operations  for  up  to  .9  of  a year; 
could  not  predictably  achieve  self-sufficiency  from  operations  in  that 
same  time  frame  to  preclude  insolvency. 

e.  Each  of  the  club  branches  was  then  analyzed  to  determine  the  amount  of 
offset  after  withdrawal  of  APF  funds  necessary  in  order  to  break-even  from 
operations.  The  APF  support  provided  each  club  branch,  derived  in 
paragraph  lb  was  computed  as  a percentage  to  total  sales  for  the  period  of 
July  1976  through  30  June  1977  to  show  its  relationship  to  sales.  This 
APF  support  percentage  to  sales  was  then  either  added  to  or  subtracted 
from  the  30  June  1977  percentage  of  net  income  to  sales.  The  difference, 
expressed  in  a plus  percentage  figure,  indicates  the  number  of  percentage 
points  of  increase  to  the  30  June  1977  net  income  necessary  for  each  club 
branch  to  achieve  a break-even  financial  posture. 

2.  Ranking  and  Categorization  of  Club  Branches  by  MACOM.  A separate 
ranking  and  categorization  of  clubs,  based  on  the  criteria  in  paragraphs 
lb,  c,  and  d,  was  made  for  Army  club  branches  within  each  MACOM  and  is 
provided  in  Section  I,  tables  1 through  8,  as  follows: 


a.  DARCOM  Table  1 

b.  F0RSC0M  Table  2 

c.  TRADOC  Table  3 

d.  USAREUR  Table  4 

e.  All  other  MACOM  Table  5 

f.  Recapitulation  of  tables  1-5  (officer, 

NCO,  and  consolidated  club  branches  in 

each  category)  Table  6 

g.  Recapitulation  of  tables  1-5  (command 

totals)  Table  7 

h.  Recapitulation  of  effect  on  categorization 

with  and  without  APF  support  Table  8 


3.  Individual  Club  Branches’  Ability  to  Offset  Cost  Withdrawal  of  APF 
Support — Break-even  Anlaysis.  A separate  ranking  of  clubs  based  on  the 
criteria  in  paragraph  2e  was  made  for  Army  club  branches  within  each  MACOM 
and  is  provided  in  Section  II,  tables  9 through  14,  as  follows: 
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a . DARCOM 


Table  9 


b. 

FORSCOM 

Table 

10 

c . 

TRADOC 

Table 

11 

d. 

USAREUR 

Table 

12 

e . 

All  other  MACOM 

Table 

13 

f . 

Recapitulation  of  tables  9-13  (mean 

percentage  increase  by  MACOM) 

Table 

14 

5B-3 


Lettcrkenny  Army  Depot,  OFF 


SECTION  I - TABLE  I (Cont'd 


Dugway  Proving  Ground,  OFF 
Pueblo  Army  Depot,  OFF 
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Authorized  package  beverage  branch. 
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Ft  Richardson,  NCO 
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Ft  Riley,  OFF 
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Current  loan  from  the  Army  Club  Fund 
Authorized  package  beverage  branch 
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SECTION  I - TABLE  3 (Cont'd 


Ranking  as  of  30  June  1977  and  Categorization  of  Club  Branches  In  USAREUR  based  on 
their  ability  to  sustain  withdrawal  of  appropriated  fund  support 


Vicenza,  NCO 


SECTION  I - TABLE  4 (Cont’d 


Heidelberg,  NCO 


SECTION  X - TABLE  A (Cont'd' 


Banking  ••  of  30  Juno  1977  and  Categorization  of  Club  Branchaa  In  Other  Major 
Coaaanda  baaed  on  their  ability  to  auataln  withdrawal  of  appropriated  fund* 


SECTION  I - TABLE  5 (Cont'd 


CATEGORIZATION  OF  224  CLUB  BRANCHES  BY  MACOM  BASED  ON  THE  LENGTH  OF  TIME  (YEARS) 
THEY  COULD  SUSTAIN  CURRENT  OPERATIONS  AFTER  THE  WITHDRAWAL  OF  APF  SUPPORT 


TOTAL  224  18  23  41  45  57  57  108  99 

PERCENT  100Z  8.1  10.3  18.3  20.1  25.4  25.4  48.2  44.2 
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* Recapitulation  of  changes  ia  baaed  on  actual  change  in  category  of  individual  clubs. 
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INDIVIDUAL  CLUB  BRANCHES  ABILITY  TO  OFFSET  COST  OF  WITHDRAWAL  OF  APF  SUPPORT 
BREAK-EVEN  ANALYSIS 
($  IN  100's) 
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APPENDIX  6-A 


RECOMMENDED 

CLUB  STAFFING  ADJUSTMENT  BY  MACOM 

Sub- study  of  Minimum 

(As  of  Dec  76) 

Essential  Club  Supervisory  Staffing  for 

FORSCOM: 

Installation 

Authorized 

Recommended 
by  Study  Group 

Difference 

Ft  Ord 

13 

11 

-2 

Ft  Riley 

7 

8 

+1 

Presidio,  San  Francisco  8 

4 

-4 

Hawaii 

20 

14 

-6 

Ft  Lewis 

11 

11 

0 

tt  Carson 

10 

8 

-2 

Ft  Douglas 

2 

1 

-1 

Alaska 

16 

14 

-2 

Ft  Buchanan 

4 

2 

-2 

Ft  Hood 

23 

19 

-4 

Canal  Zone 

14 

11 

-3 

Ft  Sam  Houston 

6 

8 

+2 

Ft  Bragg 

14 

14 

0 

Ft  Campbell 

12 

12 

0 

Ft  McPherson 

8 

7 

-1 

Ft  Polk 

10 

7 

-3 

Ft  Stewart /Hunter 

13 

9 

-4 

IGMR 

5 

3 

-2 

Ft  Sheridan 

3 

3 

0 

Ft  McCoy 

2 

2 

0 

Ft  Drum 

3 

4 

+1 

Ft  Devens 

2 

5 

+3 

Ft  Meade 

5 

5 

0 

TOTALS 

217 

181 

-36 

Sub-study  of  Minimum 

Essential  Club  Supervisory  Staffing  for 

TRADOC: 

Ft  Bel voir 

5 

5 

0 

Ft  Benning 

8 

10 

+2 

Carlisle  Barracks 

4 

4 

0 

Ft  Dix 

6 

4 

-2 

Ft  Eustis 

5 

8 

+3 

Ft  Gordon 

7 

6 

-1 

Ft  Hamilton 

7 

6 

-1 

Ft  Benjamin  Harrison 

6 

6 

0 

Ft  Jackson 

8 

6 

-2 

Ft  Knox 

6 

6 

0 

Ft  Lee 

7 

10 

+3 

Ft  McClellan 

6 

6 

0 
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Installation 

Authorized 

Recommended 
by  Study  Group 

Difference 

Ft  Monroe 

5 

4 

-1 

Ft  Rucker 

7 

6 

-1 

Ft  Sill 

8 

9 

+1 

Ft  Leonard  Wood 

11 

8 

_3 

Ft  Bliss 

11 

8 

-3 

Ft  Leavenworth 

5 

5 

0 

TOTALS 

124 

117 

-7 

Sub-study  of  Minimum  Essential  Club 

Supervisory  Staffing 

for  DARCOK: 

Sierra  Army  Depot 

2 

2 

0 

Dugway  Proving  Ground 

3 

2 

-1 

Sacramento  Army  Depot 

2 

2 

0 

Rocky  Mountain  Arsenal 

3 

1 

-2 

Sharpe  Army  Depot 

2 

1 

-1 

Yuma  Proving  Ground 

5 

3 

-2 

White  Sands  Missile  Range 

10 

5 

-5 

Pueblo  Army  repot 

0 

1 

+1 

Tooele  Army  Depot 

3 

3 

C 

Frankford  Arsenal 

2 

1 

-1 

TACOM/ Selfridge 

9 

8 

-1 

Redstone  Arsenal 

7 

7 

0 

Anniston  Army  Depot 

5 

5 

0 

Letterkenry  Army  Depot 

2 

1 

-1 

Natick  Laboratories 

4 

3 

-1 

New  Cumberland  Army  Depot 

3 

4 

+1 

Red  River  Army  Depot 

4 

3 

-1 

Rock  Island  Arsenal 

4 

3 

-1 

Tobyhanna  Army  Depot 

3 

3 

0 

Ft  Monmouth 

6 

6 

0 

Watervliet  Arsenal 

2 

1 

-1 

Pine  Bluff  Army  Depot 

6 

2 

-4 

Seneca  Army  Depct 

5 

4 

-1 

Aberdeen  Proving  Ground 

13 

9 

-4 

Lexington-Elue  Grass 

1 

2 

+1 

AVSCOM 

4 

4 

0 

TOTALS 

115 

87 

-28 

4.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  INSCOM: 

Vint  Hill  Farms  4 3-1 

Arlington  Hall  Station  5 3 -2 

TOTALS  9 6 -3 
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5.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  ISACC: 


Installation 

Ft  Huachuca 
Ft  Ritchie 


TOTALS 


Authorized 

10 

4 


14 


Recommended 
by  Study  Croup 

7 

4 


11 


Difference 

-3 

0 


-3 


6.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  ELA: 


DCSC,  Columbus 
DD . Ogden 
DD,  Tracy 
DD,  Memphis 
DESC,  Day'ton 
DGSC,  Richmond 
DPSC,  Philadelphia 

TOTALS 


2 

1 

0 

1 

1 

2 

1 


1 

1 

1 

1 

1 

1 

1 


-1 

0 

+1 

0 

0 

-1 

0 


-1 


7.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  HSC: 


Fitzsimmons 
Walter  Reed 
Ft  Detrick 


5 

7 

2 


0 

-2 

-1 


TOTALS 


14 


11 


-3 


8.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  USMCA: 
West  Point  7 6 


-1 


9.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  MTMC: 


Oakland 

Bayonne 


8 

3 


-5 

-1 


TOTALS 


11 


-6 
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10.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  TJAG 


Installation 

Authorized 

Recommended 
by  Study  Group 

Difference 

TJAG  School 

2 

1 

-1 

Sub-study  of  Minimum 

Essential  Club 

Supervisory  Staffing 

for 

MDW: 

MPW 

18 

9 

-9 

Sub-study  of  Minimum 

Essential  Club 

Supervisory  Staffing 

for 

USAREUR: 

Bad  Kreuznach 

7 

6 

-1 

Baumholder 

11 

9 

-2 

Darmstadt 

11 

11 

0 

Frankfurt 

22 

14 

-8 

Fulda 

9 

7 

-2 

Giessen 

16 

16 

0 

Kanau 

18 

20 

+2 

Mainz 

7 

5 

-2 

Wiesbaden 

12 

10 

-2 

Ansbach 

10 

13 

+3 

Aschaf  f enburg. 

6 

5 

-1 

Augsburg 

8 

6 

-2 

Bad  Toelz 

4 

3 

-1 

Bamberg 

6 

5 

-1 

Goepolngen 

8 

10 

+2 

Heilbronn 

8 

8 

0 

Munich 

3 

2 

-1 

Neu  Ulm 

6 

5 

-1 

Nuernberg 

18 

13 

-5 

Oberamnergau 

0 

2 

+2 

Schwaebisch  Hall 

4 

3 

-1 

Schweinfurt 

10 

9 

-1 

Stuttgart 

21 

16 

-5 

Wuerzburg 

14 

18 

+4 

Bremer haven 

5 

5 

0 

Kaiserslautern 

12 

7 

-5 

Heidelberg 

12 

10 

-2 

Karlsruhe 

10 

9 

-1 

Mannheim 

13 

8 

-5 

Pirmasens 

7 

5 

-2 

Worms 

5 

5 

0 

2 /eilrucken 

4 

3 

-1 

7th  ATC 

17 

17 

0 

TOTALS 

324 

285 

-39 
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13.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  EUCOM: 


Installation 

Authorized 

Recommended 
by  Study  Group 

Difference 

Patch  Barracks 

6 

4 

-2 

Sub-study  of  Minimum 

Essential  Club 

Supervisory  Staffing  for 

BERLIN: 

Berlin 

16 

10 

-6 

Sub-study  of  Minimum  Essential  Club 

Supervisory  Staffing  for  ! 

5ETAF : 

Vicenza 

7 

7 

0 

Leghorn 

3 

3 

0 

Tehran 

7 

6 

-1 

Dhahran 

1 

5 

+4 

Cakmakli 

1 

1 

0 

TOTALS 

19 

22 

+3 

Sub- study  of  Minimum 

Essential  Club 

Supervisory  Staffing  for 

EIGHTH  ARMY 

Camp  Humphreys 

8 

7 

-1 

Taegu 

12 

7 

-5 

4th  Missile  Command 

4 

3 

-1 

I Corps 

4 

5 

+1 

Yongsan 

20 

12 

-8 

Pusan 

5 

3 

-2 

2d  Infantry  Division 

30 

19 

-11 

Camp  Tana 

5 

3 

-2 

Okinawa 

6 

3 

-3 

TOTALS 

94 

62 

-32 

17.  Sub-study  of  Minimum  Essential  Club  Supervisory  Staffing  for  MAAG-CHINA: 


Taipei 


0 


1 


+1 
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. A PE -C PR 


Rerucst  for  Assistance  - Research  and  Development  of  a 
Career  Development  Program  for  Army  Club  Managers 

! AAG-CMO  PA PE -C PR  31  May  1977 

Mr.  McMullcn/kc/52975 

1.  Reference:  PF  from  your  office,  subject  as  above,  dated  18  May  77. 

2.  four  ruruost  that  a Club  Manager  career  program  bo  established  has  been  forwarded 
to  the  Civilian  Career  Management  Field  Agency,  the  office  that  conducted  a study  of 
this  subject  in  1973.  Mr.  Raymond  Varrone,  ext.  31768,  has  been  designated  the  project 
officer  for  review  of  your  request. 

3.  Your  request  that  a personnel  system  bo  developed  similar,  to  the  AAFES  Executive 
Management  Program  (CMP)  Involves  a number  of  issues  that  cannot  be  resolved  unilater- 
ally by  thi-;  office.  The  POD  Conmittee  for  NAF  Personnel  Policy  has  questioned  the 
EMP  in  relation  to  the  personnel  policy  established,  in  1 OP  1j30.19-1M.  The  concept 

of  "personal  grade"  and  the  discriminatory  insurance  and  retirement  benefits  are 
'questionable.  In  vie  j of  these  questions,  this  office  will  seek  guidance  from  101 
and  advi  e you  further  on  this  point. 

•'*.  Problems  that  cannot  be  resolved  within  this  office,  in  addition  to  paragraph  3 
above,  center  mainly  on  funding.  In  order  to  establish  a viable  career  program  it  is 
necessary  to  have  r sufficient  universe  of  positions  to  provide  career  ladders  and 
ipward  mobility.  In  addition,  sufficient  funds  mu  t be  available  to  foster  mobility 
among  employees.  In  the  previous  study  of  the  club  manager  program  the  lack  of 
positions  and  funds  mitigated  against  the  establishment  of  a career  program.  Your 
office  will  have  to  initiate  actions  to  increase  the  numbers  of  positions  and  to 
provide  ..ome  method  of  funding  for  personnel  movement  throughout  the  entire  system. 

3.  Your  request  for  the  development  of  classification  standards  has  been  assigned  to 
Mr.  James  Kennedy,  1APE-CPP,  who  may  be  contacted  at  71153. 

FOR  THE  DEPUTY  CHIEF  OF  STAFF  FOR  PERSONNEL.! 


FRED  R.  GOSS,  Chief 

Programs  and  Regulations  Division 
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:tFia£nC£  C'Ohf  Cf  w jJC 

Request  fox  Assistance  - Research  and  Development 

1 DAAG-CM0 

of  a Career  Development  Program  for  Army  Club 

1 

L__ : 

Managers 

T0DAPL-Ci'R  FROM  DAAG-CM  DATE  lg  m/.Y  Ut  Cmt  i 

DCSPCR  TAGO/TAGCEN  Mr.  9elgrano/bjm/310S9 

PENTAGON  FORRESTAL 


1.  References: 

a.  Meeting  held  11  May  77  concerning  civilianization  of  military  club  managers  - 
Army. 

b.  AR  60-21,  12  November  1974. 

c.  DF,  DACS-DMA,  14  April  1977,  subj:  Army  Club  Management  and  Administration 
Study . 

2.  Meeting  cited  as  reference  la  provided  Mr.  Daily  of  youT  office  and  other 
attendees  with  an  overview  of  the  history  of  club  management  and  ongoing  studies,  and 
also  alerted  him  to  this  request  for  assistance. 

3.  The  Army  Club  Management  Study  ’77  is  in  process  and  scheduled  for  completion  by 
end  of  J4ffy  77.  Information  is  needed  concerning  alternate  means  of  career  development/ 
management  of  civilian  club  managers  (GS  and  UA) . 

'j  v o' 

4.  HQ,  AAFES  has  developed  a personnel  system  compatible  with  FPM  for  nonappropriated 
fund  personnel  that  is  more  responsive  to  management  ar.d  provides  for  better  career 
development/management  than  afforded  Army  club  managers.  Tne  more  interesting  aspects 
of  AAFES  personnel  policies  are: 

a.  Executive  career  management  program. 

b.  Mobility  Agreement:  Managers  at  entrance  grades  and  executive  managers  at 
senior  grades. 

c.  No  requirement  to  pay  overtime  to  management  personnel. 

d.  Use  of  civilian  managers  in  combat  zones. 

5.  A copy  of  AAFES  Executive  Management  Program  is  provided  as  Inclosure  1.  Civilian 
personnel  policies  of  AAFES  are  outlined  in  AR  60-21. 

6.  CMD,  TAGCEN  DF,  30  Mar  77,  requested  development  and  publication  of  job  classifi- 
cation standards  for  GS  civilian  ciub  managers  series  1101.  Please  advise  as  to  the 
status  of  this  request. 


i 
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uaaG-CMD  1 8 MAV  \rU  > 

SUBJECT:  Request  for  Assistance  - Research  and  Development  of  a Career  Development 
Program  for  Army  Club  Managers 

7.  Request  your  office: 

a.  Develop  a career  development/management  program  to  attract,  retain,  develop 
and  utilize  GS  and  UA  club  managers,  somewhat  ala  AAFES  program. 

b.  Determine  the  feasibility  and  time-frame  for  development  of  such  a program. 

c.  Identify  any  problems  that  will  require  involvement  outside  the  ODCSPER 
family. 

8.  As  the  club  management  study  develops,  it  becomes  more  apparent  that  civilian- 
ization  of  many  of  the  1,000  military  club  manager  positions,  if  not  most,  will  be 
necessitated  within  the  next  two  to  four  years. 

9.  Recommend  a representative  from  your  office  meet  with  the  study  group  - Army 
Club  Management  Study  '77,  to  obtain  any  additional  information  or  assistance,  as 
required,  concerning  actions  contained  in  paragraph  7,  above. 

10.  As  input  from  the  action  will  be  needed  for  completion  of  the  Army  Club 
Management  Study  '77,  request  your  input  solicited  in  paragraph  6,  above,  be  pro- 
vided NLT^/  May  77. 

3 i 

11.  CMD  point  of  contact  for  this  action  is  Mr.  R.  D.  Belgrano/31059. 

FOR  THE  ADJUTANT  GENERAL: 


as 


JOHN  H.  BATTS 

Colonel,  GS 

Acting  Director 

Club  Management  Directorate 


EXECUTIVE  MANAGEMENT  P ROC  PAM  (DIP) 


To  qualify  for  the  DIF,  an  individual  must: 

a.  Have  a satisfactory  perfornance  record  of  AAr c. ^ . ployr.ent  for  the 
two-ye2r  period  immediately  prior  to  designation  as  an  DIF  employee  following 
completion  of  the  one-year  probationary  period. 

b.  Be  a United  States  citizen. 


c.  Be  selected  and  recommended  for  promotion  through  the  Central 
Promotion  Board  process,  and  approved  by  the  Commander , AAFES  for  promotion 
to  grade  UA  13,  or  otherwise  have  attained  grade  UA  13  or  above. 

d.  Not  have  had  DIP  status  removed  at  any  time,  except  as  r.ay  be  waived 
by  the  Commander,  AAFES. 

e.  Accept  the  conditions  and  obligations  of  the  EMP  as  prescribed  in 
AR  60-21/AFR  147-15. 


Under  the  program,  the  Commander,  .^AFES ' hS'S  the ~5Uth~or'ft~y 

^ , | !■  — I V # ^ M 9 mt  — , , ^ * ’ 4*'  ^ 

*•  ^itlect  ana-d os i eKaEe "q  ualXf £'eH  employees  to  EM?  status'?^ 

b.  rCent~rally..'^gfElTiT<teT~.EMP~'a.gs~ip,nments- and  re  a s s i gn  m o rfTJAJo  f 1 dv  fd ^ 

c V — "Ftp? ff rib gv^rt^0.CTT^v^,M^erl3X:;Tdevelo?meKtT^r"qnpJt^7^Te tent  ion  -v 
^gJiBTaSpa'fatadii^poliaif  s.  ^ 


d »^»Providtr  beriefixs  xoMfif nsvrra te ; W.i.thJpr og r anTSblig  a t i on 

Members  of  the  EMP  retain  their""pe~fTdtTal"'^ra^  regardless  of  the  position 
occupied.  The  personal  grade  aspect  of  the  DIP  is  the  most  vital  component 
in  structuring  the  career-oriented  cadre  of  professional  executives  within 
AAFES.  This  "rank  in-the-nan"  concept  provides  a clearly  defined  program 
of  competitive  career-oriented  progression  and  spaced  promotional  advance- 
ment based  on  performance  and  potential.  The  DIP  employee’s  grade  thus 
reflects  personal  ability  and  not  necessarily  the  grade  of  his  immediate 
assignment.  This  permits  broadening  the  executive's  experience  through 
guided  placement  in  a wider  range  of  staff  and  operational  positions  without 
creating  unnecessary  movement  turbulence. 

The  feature  of‘-'rr?rpiiri.i£ied  mfohil'fS^k.in  the  DIP  is  essential  to  AAFES  mission 
accomplishment.  To  qualify  for  acceptance  and  .retention  in  the  program,  the 
employee  must  agree  to  assignment  to  any  worldwide  exchange  location  at 
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any  t ir.i*  and  for  any  tour  of  duty  deenad  appropriate  by  AAFES,  includinn 
unaccompanied  tours.  The  responsiveness  of  the  program  was  dramatically 
demonst rated  in  AAFES'  ability  to  provide  qualified  and  experienced 
executives  to  establish  and  maintain  operations  in  Vietnam  and  Thailand 
on  short  notice.  The  program  fulfills  a recurring  requirement  to  provide 
the  same  professional  service  at  any  location  worldwide.  In  return,  EM? 
employees  are  granted  the  benefits  as  listed  in  paragraph  5~9b,  AR  60-21/ 
AFR  147-15. 

^MP  employees  are  obligated  to  accept  transier  throughout  the  wofldvidCV 
AAFES  except  where  it  is  determined  that  individual  circumstances  justiry 
temporary  deferment  or  withdrawal  of  a proposed  transfer.  Requests  for 
transfer  deferments  may  be  approved  based  on  cogent  and/or  compassionate 
reasons.  If  deferment  is  denied,  the  employee  is  obligated  to  accept  the 
transfer.  Nonacceptance  of  the  transfer  could  result  in  separation  of  the 
employee . 

The  AAFES  retirement  program  authorizes  retirement,  at  management  option 
pnly,  of  an  EM?  employee  aged  45  or  older  with  rot  less  than  20  years 
service,  who  can  no  longer  fulfill  EMP  obligations.  EMP  early  retirement 
is  a nonprejudicial  action  and  is  for  the  purpose  of  honorably  retiring 
an  EUP  employee  who  has  served  AAFES  in  a satisfactory  manner  for  a long 
period  of  tine  but  who  can  no  longer  meet  or  fulfill  EM?  requirements 
and  obligations.  EMP  early  retirement  is  not  an  action  entitling  an 
employee  to  file  a complaint  or  grievance  or  appeal  of  an  adverse  action, 
but  the  employee  may  request  a hearing  by  a show  cause  board. 

EMP  early  retirement  may  be  pursued  if: 

a.  It  is  determined  that  it  is  in  the  best  interests  of  AAFES  that 
the  services  of  the  employee  should  be  terminated  because  his  performance 
and  potential  are  judged  marginal  or  he  is  otherwise  unable  to  meet  AAFES 
requirements. 

b.  There  is  a record  of  marginal  performance  which  is  not  considered 
substandard  to  the  degree  that  would  warrant  separation  for  unsatisfactory 
performance,  or 

c.  There  is  conduct  on  or  off  the  job  which  is  incompatible  with 
acceptable  standards  for  AAFES  executives,  but  which  is  not  of  sufficient 
magnitude  to  warrant  separation  for  cause. 

EMP  employees  also  participate  in  a non-vested  supplemental  retirement 
plan  provided  that  the  employee: 

a.  Has  been  terminated  for  one  of  the  following  reasons  and  receives 
an  immediate  annuity  under  the  basic  plan. 
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Cl)  Normal  Retirement. 

(2)  Volunt  ary  Early  Retirement. 

(3)  Deferred  Retirement  (after  attaining  age  62  - with  at  least  five 
years  of  credited  civilian  service). 

(4)  Disability. 

b.  Has  been  terminated  involuntarily  (against  his  will  and  without 
his  consent)  for  reasons  other  than  cause  or  a declination  of  transfer, 
after  he  has  completed  at  least  20  years  of  credited  civilian  service  and 
has  attained  at  least  45  years  of  age. 

An  additional  EMP  benefit  not  listed  in  AR  60-21/AFR  147-15  is  periodic 
physical  examinations  and  f itness-for-duty  medical  examinations  at  AAFES 
expense.  Employees  under  age  50  are  examined  biennially;  those  over  age 
50,  annually;  and,  upon  retirement  at  the  employee's  option. 

EMP  employees  are  also  eligible  for  a supplemental  group  life  and 
supplemental  accidental  death  insurance  benefit,  provided  they  a^e 
participants  in  the  Regular  Group  Insurance  Plan. 
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APPFNDJ.X  7-B 

APF  REIMBURSEMENT  FROM  NAF 


DACA-FP  (22  Jul  77) 

SUBJECT:  Legal  Opinion  on  Military  Pay  Reimbursement 

TO  DAAG-CMP  FROM  DACA  DATE  25  Jul  77  CMT  2 

Mr.  Kennedy/ saj / 54296 

1.  You  have  requested  an  opinion  as  to  the  legality  of  reimbursing 
appropriated  funds  from  nonappropriated  funds  for  military  pay  of 
club  management  personnel.  This  question  was  raised  because  the 
Senate  Committee  Report  on  the  FY  78  DOD  Appropriation  Act  proposes 
to  eliminate  approximately  14,000  military  manpower  authorizations 
for  nonappropriated  fund  activities  (with  a related  general  pro- 
vision in  the  Act).  Replacement  is  to  be  with  civilian  employees. 

To  soften  the  impact  of  this  reduction,  it  is  proposed  to  retain  a 
limited  number  of  military  personnel  in  the  club  system  on  a reimburs- 
able basis.  Addressing  this  question  is  difficult  because  (1)  the 
FY  78  Bill  has  not  yet  been  enacted;  and  (2)  the  language  in  the 
Committee  Report  appears  to  render  the  question  moot,  that  is,  the 
Committee  Report  states: 

"The  Committee  directs  that  approximately  14,000  military 
personnel  (the  equivalent  of  one  Army  combat  division)  who 


will  be  reassigned  as  a result  of  this  section  be  placed  in 
combat  positions . The  reason  for  this  is  because  of  the 
undermanning  of  combat  units  shown  on  the  table  below: 

i 'lumber  of  spaces  undermanned — fiscal  year  197  8 plan 

Army S42 , 000 

Navy - - $15,000 

Air  Force $17 , 000 

Marine  Corps $ 2,400 

Total $76,400" 


In  addition  to  the  foregoing  clear  and  unequivocal  direction,  the 
Committee  went  on  to  state: 

"The  Committee  is  concerned  about  this  undermanning,  how- 
ever, and  has  included  the  general  provision  discussed 
previously.  Furthermore  the  Committee  directs  that  the 
D epartment  provide  a detailed  analysis  to  accompany  their 
YTT9  budget^ submission  showing  how  these  14,000  military" 
personnel  were  reassigned-!  This  should  be  clearly  laid 
out  in  the  5-year  defense  program  figures , and  be  reflected 
in  the  Committee's  Defense  Resources  Model  that  is  pre- 
pared by  the  Congressional  Budget  Office  based  on  the  FYDP 
data."  (Emphasis  supplied.) 
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SUBJECT:  Legal  Opinion  on  Military  Pay  Reimbursement 


From  a pure  legal  standpoint,  the  above  direction  of  the  Committee 
does  not  have  the  legal  effect  of  a statute.  The  language  will  no 
doubt  not  be  included  in  the  Appropriations  Act.  What  will  probably 
appear  in  the  Appropriations  Act,  if  enacted,  is  language  substan- 
tially as  follows:  (This  is  the  general  provision  referred  to  above.) 

"None  of  the  funds  appropriated  in  this  Act  may  be  used  to 
support  more  than  581  military  personnel  assigned  to  or 
used  in  the  support  of  morale,  welfare  and  recreation 
activities  as  described  in  Department  of  Defense 
Instruction  7000.12  and  its  inclosures  dated  July  17,  1974." 

If  nonappropriated  funds  bore  the  expense  of  the  pay  and  allowances 
of  military  personnel  assigned  to  these  duties,  there  would  be  no 
use  of  appropriations  because  of  the  reimbursements.  Such  a pro- 
cedure would  be  legally  defensible.  On  the  other  hand,  it  could  be 
argued  that  the  "use"  even  if  reimbursed  is  prohibited.  This 
argument  could  be  overcome  by  advance  funding. 

2.  In  view  of  the  clear  and  unambiguous  direction  of  the  Committee, 
it  would  be  highly  unwise  for  the  Army  to  attempt  to  retain  these 
military  personnel  (in  excess  of  that  authorized  by  Congress)  in 
morale  and  welfare  positions. 

3.  The  reporting  requirements  outlined  by  the  Committee  will  make 
the  status  of  military  personnel  assigned  to  morale  and  welfare 
activities  extremely  visible,  and  if  the  personnel  are  not  trans- 
ferred as  directed,  an  overreaction  by  Congress  could  well  be  the 
result.  Accordingly,  retention  of  even  a limited  number  of  military 
personnel  in  the  club  system  would  be  ill  advised.  If  the  general 
provision  is  enacted,  we  must  bite  the  bullet,  distasteful  as  it  ma}'- 
be . 

FOR  THE  COMPTROLLER  OF  THE  ARMY: 


OLIVER  KENNEDY 

Assistant  Comptroller  of  the  Army 
Fiscal  Policy 
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1.  TAGCEN  is  currently  engaged  in  an  extensive  study  of  current  and  future  management 
of  the  Army  club  system.  One  of  the  major  variables  impacting  on  club  operations  is 
the  manpower  requirements,  particularly  the  number  and  grade  level  of  military  person- 
nel who  will  occupy  managerial  positions  at  installation,  intermediate,  and  DA  levels. 

2.  A recent  action  by  the  Senate  has  had  a major  impact  on  the  military  planning 
factors  of  our  study.  In  the  markup  of  the  FY  78  DOD  budget,  the  Senate  Appropriations 
Committee,  later  confirmed  by  a full  Senate  vote,  eliminated  approximately  14,000 
military  manpower  authorizations  for  the  so-called  "nonappropriated  fund  activities," 
meaning  morale  support  programs  and  activities,  including  clubs.  Replacement  is  tc  be 
with  civilian  employees.  Since  the  House  had  not  imposed  this  reduction  action,  it 

is  our  understanding  that  the  matter  will  now  be  taken  up  by  a joint  committee  during 
the  week  of  25  July. 

5.  If  the  actions  of  the  Senate  are  confirmed  by  the  joint  committee,  there  will  be 
an  immediate,  adverse  impact  on  Army  clubs,  including  the  replacement  of  all  military 
managers  at  installation  level.  The  club  management  experience  and  training  acquired 
and  being  utilized  by  approximately  900  military  personnel  will  be  lost  to  the  Army. 

4.  One  partial  solution  that  we  are  exploring  in  our  study  would  be  the  retention 
of  a limited  number  of  military  personnel  in  the  club  system,  but  on  a reimbursable 
basis.  Army  club  nonappropriated  funds  would  be  utilized  to  reimburse  the  U.  S. 
Treasury  for  the  pay  of  military  personnel  in  excess  to  that  which  may  be  mandated 
by  the  Congress.  We  are  not  aware  of  any  previous  reimbursement  of  this  nature. 

A determination  of  the  legality  or  authorization  cf  such  reimbursements  is  required. 

5.  Request  a determination  as  to  the  legality  of  reimbursing  appropriated  funds 

from  nonappropriated  funds  for  military  pay  of  club  management  personnel.  Expeditious 
action  is  requested  to  permit  the  timely  completion  of  the  study  (30  July  1977j  . 


HN 

Colonel,  GE 
Chairman 

Club  Management  Study  Group 
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DACA-FP  (22  Jul  77) 

SUBJECT:  Legal  Opinion  on  Military  Pay  Reimbursement 

TO  DAAG-CMP  FROM  DACA  DATE  25  Jul  77  CMT  2 

Mr.  Kennedy/saj / 5A2 9 6 

1.  You  have  requested  an  opinion  as  to  the  legality  of  reimbursing 
appropriated  funds  from  nonappropriated  funds  for  military  pay  of 
club  management  personnel.  This  question  was  raised  because  the 
Senate  Committee  Report  on  the  FY  78  DOD  Appropriation  Act  proposes 
to  eliminate  approximately  14,000  military  manpower  authorizations 
for  nonappropriated  fund  activities  (with  a related  general  pro- 
vision in  the  Act).  Replacement  is  to  be  with  civilian  employees. 

To  soften  the  impact  of  this  reduction,  it  is  proposed  to  retain  a 
limited  number  of  military  personnel  in  the  club  system  on  a reimburs- 
able basis.  Addressing  this  question  is  difficult  because  (1)  the 
FY  78  Bill  has  not  yet  been  enacted;  and  (2)  the  language  in  the 
Committee  Report  appears  to  render  the  question  moot,  that  is,  the 
Committee  Report  states: 

"The  Committee  directs  that  approximately  14,000  military 
personnel  (the  equivalent  of  one  Army  combat  division)  who 
will  be  reassigned  as  a result  of  this  section  be  placed  in 


combat  positions.  The  reason  for  this  is  because  of  the 
undermanning  of  combat  units  shown  on  the  table  below: 

Number  of  spaces  undermanned — fiscal  year  1978  plan 

Army $42,000 

Navy $15,000 

Air  Force $17,000 

Marine  Corps $ 2,400 

Total - $76,400" 


In  addition  to  the  foregoing  clear  and  unequivocal  direction,  the 
Committee  went  on  to  state: 

"The  Committee  is  concerned  about  this  undermanning,  how- 
ever, and  has  included  the  general  provision  discussed 
previously.  Furthermore , the  Committee  directs  that  the 
Department  provide  a detailed  analysis  to  accompany  their 
1979  budget  submission  showing  how"  these  l4,00Q  military 
personnel  were  reassigned.  Tnis  should  be  clearly  laid 
out  in  the  5-year  defense  program  figures,  and  be  reflected 
in  the  Committee's  Defense  Resources  Model  that  is  pre- 
pared by  the  Congressional  Budget  Office  based  on  the  FYDP 
data."  (Emphasis  supplied.) 
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SUBJECT:  Legal  Opinion  on  Military  Pay  Reimbursement 


From  a pure  legal  standpoint,  the  above  direction  of  the  Committee 
does  not  have  the  legal  effect  of  a statute.  The  language  will  no 
doubt  not  be  included  in  the  Appropriations  Act.  What  will  probably 
appear  in  the  Appropriations  Act,  if  enacted,  is  language  substan- 
tially as  follows:  (This  is  the  general  provision  referred  to  above.) 

"None  of  the  funds  appropriated  in  this  Act  may  be  used  to 
support  more  than  581  military  personnel  assigned  to  or 
used  in  the  support  of  morale,  welfare  and  recreation 
activities  as  described  in  Department  of  Defense 
Instruction  7000.12  and  its  inclosures  dated  July  17,  1974." 

If  nonappropriated  funds  bore  the  expense  of  the  pay  and  allowances 
of  military  personnel  assigned  to  these  duties,  there  would  be  no 
use  of  appropriations  because  of  the  reimbursements.  Such  a pro- 
cedure would  be  legally  defensible.  On  the  other  hand,  it  could  be 
argued  that  the  "use"  even  if  reimbursed  is  prohibited.  This 
argument  could  be  overcome  by  advance  funding. 

2.  In  view  of  the  clear  and  unambiguous  direction  of  the  Committee, 
it  would  be  highly  unwise  for  the  Army  to  attempt  to  retain  these 
military  personnel  (in  excess  of  that  authorized  by  Congress)  in 
morale  and  welfare  positions. 

3.  The  reporting  requirements  outlined  by  the  Committee  will  make 
the  status  of  military  personnel  assigned  to  morale  and  welfare 
activities  extremely  visible,  and  if  the  personnel  are  not  trans- 
ferred as  directed,  an  overreaction  by  Congress  could  well  be  the 
result.  Accordingly,  retention  of  even  a limited  number  of  military 
personnel  in  the  club  system  would  be  ill  advised.  If  the  general 
provision  is  enacted,  we  must  bite  the  bullet,  distasteful  as  it  may 
be . 

FOR  THE  COMPTROLLER  OF  THE  ARMY: 


OLIVER  KENNEDY 

Assistant  Comptroller  of  the  Army 
Fiscal  Policy 


7B-6 

3 


DISPOSITION  FORM 

Ph  u«  •(  *!•  bra,  «m  All  14A>tti  Am  traMi  Ully  la  Tka  A< 


DACA-FPZ-A 

COA 

PENTAGON 
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Chairman,  Club  Mgt  2 2 JUL  1977  0,11 
Study  Group,  TAGCEN  COL  Batts/bjm/31083 
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1 . TAGCEN  is  currently  engaged  in  an  extensive  study  of  current  and  future  management 
of  the  Army  club  system.  One  of  the  major  variables  impacting  on  club  operations  is 
the  manpower  requirements,  particularly  the  number  and  grade  level  of  military  person- 
nel who  will  occupy  managerial  positions  at  installation,  intermediate,  and  DA  levels. 

2.  A recent  action  by  the  Senate  has  had  a major  impact  on  the  military  planning 
factors  of  our  study.  In  the  markup  of  the  FY  78  DOD  budget,  the  Senate  Appropriations 
Committee,  later  confirmed  by  a full  Senate  vote,  eliminateo  approximately  14,000 
military  manpower  authorizations  for  the  so-called  "nonappropriated  fund  activities," 
meaning  morale  support  programs  and  activities,  including  clubs.  Replacement  is  to  be 
with  civilian  employees.  Since  the  House  had  not  imposed  this  reduction  action,  it 

is  our  understanding  that  the  matter  will  now  be  taken  up  by  a joint  committee  during 
the  week  of  25  July. 

3.  If  the  actions  of  the  Senate  are  confirmed  by  the  joint  committee,  there  will  be 
an  immediate,  adverse  impact  on  Army  clubs,  including  the  replacement  of  all  military 
managers  at  installation  level.  The  club  management  experience  and  training  acquired 
and  being  utilized  by  approximately  900  military  personnel  will  be  lost  to  the  Army. 

4.  One  partial  solution  that  we  are  exploring  in  our  study  would  be  the  retention 
of  a limited  number  of  military  personnel  in  the  club  system,  but  on  a reimbursable 
basis.  A;my  club  nonappropriated  funds  would  be  utilized  to  reimburse  the  U.  S. 
Treasury  for  the  pay  of  military  personnel  in  excess  to  that  which  may  be  mandated 
by  the  Congress.  We  are  not  aware  of  any  previous  reimbursement  of  this  nature. 

A determination  of  the  legality  or  authorization  of  such  reimbursements  is  required. 

5.  Request  a determination  as  to  the  legality  of  reimbursing  appropriated  funds 

from  nonappropriated  funds  for  military  pay  of  club  management  personnel.  Expeditious 
action  is  requested  to  permit  the  timely  completion  of  the  study  (30  July  1977). 


DOHNHrWkfrS 
Colonel,  GS 
Chairman 

Club  Management  Study  Group 


APPENDIX  7-C 


NAF  CIVIL IAN IZATION  OF  ARMY  CLUB  MANAGEMENT  POSITIONS 


1.  General. 


a.  The  purpose  of  this  appendix  is  to  outline  actions  and/or  programs 
that  are  required  in  order  to  accomplish  efficient  NAF  civilianization  of 
Army  club  management  positions  under  each  alternative  organizational 
structure. 


b.  A gradual  accession  of  NAF  managerial  personnel  into  Installation 
club  systems  beginning  in  FY  78  would  lessen  the  one  time  financial  impact 
($23.4  million)  created  by  a decision  to  withdraw  APF  personnel  support 
for  Army  clubs  at  one  time. 

c.  While  total  staffing  authorizations  for  each  alternative 
organizational  structure  are  known,  ratios  of  military  to  DAC  and  NAF  club 
managers  can  be  and  will  be  influenced  by  different  Army  command  levels 
under  each  alternative.  Additionally,  influence  by  other  agencies  can  and 
will  require  adjustments  to  the  staffing  mix  of  the  Army  club  system. 
Predictability  of  club  staffing  ratios,  military  vs  civilian,  depends  on 
commanders  at  different  levels  and  on  adjustments  imposed  by  other 
agencies.  Some  of  these  possible  adjustments  and  those  agencies  and 
command  levels  that  can  impose  them  are  shown  in  Table  1. 

TABLE  1 

MILITARY  vs  CIVILIAN  STAFFING  RATIO  ADJUSTMENTS 
CAUSES  FOR  ADJUSTMENT  CONGRESS  POD  DA  MACOM  INSTL  CDR 

Reduction  of  military  TDA  spaces  X XXX  X 

Nonavailability  of  qualified  mil  X X 


Voluntary  reduction  of  APF  support  XXX  X 

Withdrawal  of  APF  personnel  support  X XXX  X 

d .  Causes  for  Adjustment. 

(I)  Reduction  of  military  TDA  spaces.  As  shown  in  Table  1,  all 
agencies  have  the  ability  to  impose  a reduction  in  military  TDA  spaces. 
Agencies  above  the  installation  commander  level,  under  the  current  club 
system  structure,  could  require  installation  club  systems  to  eliminate 
military  TDA  positions  due  to  Army-wide  military  end  strength  reductions 
or  to  facilitate  accomplishment  of  priority  mission  requirements. 
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Installation  commanders  can,  In  accordance  with  existing  regulations, 
voluntarily  convert  military  TDA  positions  to  civilian  (DAC  or  NAF) 
positions.  These  same  factors  and  players  could  also  influence  club 
staffing  under  the  alternative  organizational  structures  discussed  in 
chapter  7. 

(2)  Nonavailability  of  qualified  military  personnel.  In  past  years, 
the  enlisted  club  manager  career  program  has  been  short  personnel  which 
may  have  caused  some  installation  club  positions  to  remain  vacant  for  a 
considerable  period  of  time.  This  condition  sometimes  forced  commanders 
to  request  conversion  of  a military  TDA  position  to  a DAC  position  or  to 
hire  a NAF  manager  even  though  the  club  system  was  not  in  a financial 
position  to  support  the  NAF  manager.  Managerial  positions  must  be 
occupied  by  qualified  personnel  on  a continuous  basis  in  order  for  the 
club  to  operate  efficiently. 

(3)  Voluntary  reduction  of  APF  personnel  support.  Commanders  can,  in 
the  interest  of  maintaining  management  continuity,  elect  to  hire  only  NAF 
managers  to  operate  their  clubs.  By  taking  this  action,  they  eliminate 
APF  personnel  support  for  their  clubs  which  often  impacts  adversely  on  the 
club's  ability  to  produce  a net  profit. 

(4)  Withdrawal  of  APF  personnel  support.  Recent  Congressional  action 
has  again  revealed  to  DOD  and  DA  that  Congress  is  seriously  concerned 
about  the  level  of  APF  support  provided  MWR  activities  and  is  equally 
concerned  about  the  number  of  military  personnel  assigned  to  these  MWR 
activities.  Due  to  this,  DOD  or  DA  could  direct  on  their  own,  the 
elimination  of  military  TDA  spaces  in  clubs.  Due  to  DAC  end  strengths, 
this  could  preclude  conversion  to  DAC  and,  therefore,  result  in  the 
withdrawal  of  APF  personnel  support  to  clubs  without  Congressional  action. 

e.  If  the  worst  case  is  assumed,  that  is  the  immediate  replacement  of 
all  military  personnel  and  DAC's  with  NAF  civilians,  the  actual  staffing 
requirement  can  be  fixed  in  time.  However,  due  to  the  myriad 
possibilities  for  staffing  adjustment  and  the  different  agencies  that  can 
implement  them,  as  discussed  above,  the  number  of  military  TDA  positions 
that  could  or  would  be  clvilianized  to  NAF  positions  could  fluctuate  on 
a monthly  basis.  Because  of  these  variables,  an  efficient  NAF 
civilianization  effort  can  only  be  accomplished  on  a gradual  planned 
basis. 

2.  Requirements  to  be  Satisfied  Prior  to  Undertaking  NAF  Civilianization. 

a.  NAF  club  manager  career  field,  UA  Series  1101. 

(1)  A NAF  club  manager  career  development  program  must  be  established 
that  includes  the  flexibility  provisions  contained  in  the  AAFES  career 
program.  The  NAF  club  manager  career  program  must  incorporate  the 
following  as  a minimum: 


i 
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(a)  An  executive  management  program  for  personnel  in  the  career  field 
who,  through  demonstrated  job  performance,  have  shown  they  have  the 
potential  to  perform  at  the  highest  levels  of  management  responsibility. 

(b)  A career  intern  program  to  ensure  the  career  field  is  able  to 
attract,  train,  and  retain  high  quality  personnel. 

(c)  A geographic  mobility  agreement  that  is  part  of  the  basic 
employment  contract  and  will  allow  Army-wide  placement  of  high  quality 
managerial  personnel. 

(d)  Incentives  that  will  allow  the  NAF  club  manager  career  field  to 
be  competitive  with  those  programs  offered  by  the  civilian  hospitality 
industry.  Without  such  a provision,  it  will  be  difficult  to  attract  and 
retain  high  quality  personnel  into  the  NAF  career  field. 

(e)  A NAF  management  tariff  that  provides  for  an  average  work  week  of 
51-54  hours  for  employees  in  the  NAF  club  manager  career  field.  This 
tariff  is  considered  to  be  an  absolute  necessity  since  virtually  half  of 
the  operating  hours  for  a club  operation  fall  in  the  evenings  and  on 
weekends  and  holidays.  In  addition,  personnel  in  the  NAF  club  manager 
career  field  must  be  exempt  from  the  requirement  to  be  paid  overtime  and 
night  and  holiday  differential  pay. 

b.  Standardized  System  of  Internal  Operations.  Operations  manuals 
must  be  developed  for  each  functional  area  of  Army  club  operations  to 
facilitate  standardization  of  training,  continuity  of  management,  and 
development  and  establishment  of  employee  operational  objectives  and 
goals . 

c.  Comprehensive  Training  Program.  In  conjunction  with  the 
development  of  operations  manuals,  a training  program  must  be  developed 
that  will  address  each  operational  function  by  level  of  responsibility 
within  the  NAF  club  manager  career  field.  This  training  program  must  be 
designed  and  structured  to  provide  training  for  employees  to  ensure  their 
ability  to  progress  upward  through  all  levels  of  responsibility.  In 
addition,  the  overall  training  program  must  be  designed  to  provide 
training  for  special  categories  of  employees  in  the  career  field.  Some  of 
the  areas  concerned  are: 

(1)  Career  intern  training  designed  to  allow  specialization  in 
functional  areas  such  as  food  management,  financial  management  or 
personnel  management. 

(2)  Training  designed  to  facilitate  upward  mobility  and  career 
progression  in  areas  of  specialization  such  as  those  discussed  in  the 
paragraph  above. 
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(3)  An  advanced  civilian  schooling  program  designed  to  complement 
and/or  embellish  the  internal  training  program.  The  civil  schooling 
program  must  be  designed  to  facilitate  participation  by  employees  with 
both  generalized  and  specialized  club  training  backgrounds. 

d.  Club  System  Training  Facilities.  Certain  installation  club 
systems  or  clubs  must  be  identified  and  staffed  to  serve  as  training 
facilities  for  career  interns  and  employees  specializing  in  functional 


e.  Determine  Personnel  Potential.  A market  survey  must  be  conducted 
to  determine  personnel  resources  that  are  or  could  be  available  for 
accession  into  the  NAF  club  manager  career  field.  This  survey  would 
solicit  information  from  the  following  sources:  colleges,  universities, 
junior  colleges,  trade  schools,  civilian  employment  agencies,  state 
unemployment  offices,  and  civil  service  region  registers.  Information 
regarding  potential  NAF  club  managers  would  also  be  obtained  from  the  Army 
Club  Management  Centralized  Civilian  Referral  Program.  Additionally, 
procedures  would  be  established  with  this  office  to  ensure  continuous 
coordination  regarding  NAF  club  personnel. 

f.  Recruiting  Program.  Upon  completion  of  the  above  requirements  or 
concomitant  with  their  completion,  a comprehensive  recruiting  program  must 
be  developed  incorporating  all  of  the  provisions  of  the  NAF  club  manager 
career  field.  When  developed,  this  recruiting  package  must  be  competitive 
with  packages  offered  by  the  civilian  industry  and  enticingly  and  honestly 
presented  to  personnel  from  whatever  sources  are  to  be  approached. 

g.  When  all  of  the  discussed  requirements  are  satisfied  and  imple- 
mented, only  then  could  an  effort  be  made  to  proceed  towards  planned  NAF 
civilianization  of  Army  club  management  positions.  However,  gradual  NAF 
civilianization  could  begin  Immediately  under  each  of  the  alternative 
organizational  structures  examined  by  this  study  group. 

h.  The  total  requirements  discussed  in  the  proceeding  paragraphs 
would  only  be  necessary  if  the  Army,  or  other  agency,  should  decide  or  be 
directed  to  completely  civilianize  the  Army  club  system.  Some  of  these 
requirements  would  not  be  feasible  or  practicable  to  implement  under  all 
alternative  organizational  structures.  The  feasibility  and  practicability 
of  requirements  by  alternative  are  shown  in  Table  2. 


TABLE  2 


APPLICABILITY  OF  REQUIREMENTS  BY 

ALTERNATIVE 

REQUIREMENT 

ALT  I 

ALT  II 

ALT  III 

1. 

NAF  Club  Mgr  Career  Field 

YES 

YES 

NO 

2. 

Standard  Sys  for  Internal  Opns 

YES 

YES 

YES 

(BY  MACOM) 

3. 

Comprehensive  Tng  Program 

YES 

NO  (CMC) 

NO  (CMC) 

4. 

System  Training  Facilities 

YES 

YES  (Ltd) 

NO 

5. 

Determine  Personnel  Potential 

YES 

YES  (Ltd) 

NO 

6. 

Recruiting  Program 

YES 

NO 

NO 

7. 

Coordination  with  Army  Civilian 
Referral  Program 

YES 

'YES 

YES 

3. 

Discussion. 

a.  Alternative  I,  Array  Club  Command, 

is  by 

far  the  most 

promising 

structure  to  facilitate  and  accommodate  a NAF  civil ianization  effort.  The 
Army  Club  Command  would  be  the  career  manager  of  the  NAF  club  manager 
career  field.  Also,  through  centralized  personnel  management  and 
centralized  control  of  operational  facilities,  the  Army  Club  Command  will 
be  able  to  ensure  career  development  and  career  progression  of  all 
employees. 

b.  An  Army  Club  Command  with  a NAF  workforce  would  also  be  the  best 
structure  to  affect  a future  merger  with  AAFES  or  other  NAFI  due  primarily 
to  the  compatability  of  personnel  categories  and  its  centralized  mode  of 
operation. 

c.  Alternative  II,  Modified  Club  Management  Directorate,  would  be  the 
second  best  structure  that  could  accommodate  and  function  with  a NAF 
workforce.  However,  since  CMD  would  not  have  operational  control  of 
installation  club  systems,  DCSPER  would  become  the  career  manager  for  the 
NAF  club  manager  career  field.  Under  this  structure,  however,  CMD,  TAGCEN 
would  be  delegated  the  authority  by  DCSPER  for  the  executive  management  of 
the  Array  club  system. 

d.  The  Modified  Club  Management  Directorate  with  a NAF  workforce 
would  also  facilitate  a future  merger  with  AAFES  or  other  NAFI  because  of 
the  compatability  of  personnel.  However,  the  structure  itself,  with 
operational  responsibility  for  club  systems  in  the  hands  of  installation 
commanders,  could  not  as  easily  be  merged  with  AAFES  or  other  NAFI  as 
could  the  Army  Club  Command  structure. 
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e.  Alternative  III,  Decentralized  Command  Channel  System,  is  the 
least  promising  organizational  structure  to  accommodate  and  operate  with  a 
NAF  workforce.  Because  each  individual  MACOM  would  be  given  operational 
responsibility  for  the  installation  club  systems  within  his  command,  this 
fragmentation  of  responsibility  makes  a NAF  club  manager  career  field  less 
feasible.  Under  this  structure,  central  management  of  the  NAF  career 
field  would  be  practically  impossible. 

f.  The  decentralized  structure  with  a NAF  workforce  would  be  the 
least  likely  structure  to  affect  a future  merger  with  AFFES  or  other  NAFI 
even  with  its  compatabil ity  of  personnel.  The  fragmentation  of 
operational  responsibilities  would  work  against  such  a merger. 

g.  Installation  commanders  should  prepare  clubs  for  eventual  loss  of 
APF  personnel  support.  Under  any  alternative  the  Army  club  system  should 
commence  hiring  NAF  civilian  vice  military  club  managers.  This  accession 
should  proceed  with  deliberate  haste  based  on  club's  ability  to  fund 
additional  payroll  costs.  Actions  discussed  in  paragraph  2 are  requisite 
to  hiring  NAF  civilians  in  large  numbers.  These  actions,  responsible 
agencies  and  milestones  are  provided  in  Table  3. 

4.  Conclusions . 

a.  The  development  and  implementation  of  a NAF  club  manager  career 
field,  competitive  with  the  civilian  industry,  will  be  necessary  to  effect 
a greater  degree  of  NAF  civil ianization  of  Army  club  management  positions. 

b.  Programs  needed  to  provide  for  increased  NAF  civil ianization  of 
Army  club  management  positions  should  be  developed  soonest. 

c.  A gradual  accession  of  NAF  club  managers  could  lessen  the 
financial  impact  imposed  on  the  Army  club  system  by  a decision  to  withdraw 
any  APF  personnel  support. 

d.  Personnel  and  incentive  provisions  of  the  proposed  NAF  club 
manager  career  program  will  require  Department  of  Defense  approval. 

5.  Recommendations . 

a.  That  requirements  and  programs  outlined  in  Table  3 be  completed  by 
the  appropriate  action  agencies  in  accordance  with  cited  milestones. 

b.  That  gradual  accession  of  NAF  club  managers  should  begin 
immediately  regardless  of  alternative  approved. 

c.  That  DCSPER,  in  conjunction  with  CMD,  TAGCEN,  take  action  to 
obtain  DOD  approval  for  special  personnel  and  incentive  provisions  to  be 
incorporated  into  the  NAF  club  manager  career  program. 
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L. 


REQUIREMENTS  FOR  NAF  CIVILIANIZATION  OF  ARKT'  CLUB  POSITIONS 


Management  Field 


APPENDIX  7-D 


COMPUTATION  OF  ESTIMATED  NAF 
PERSONNEL  COSTS 


1.  The  average  cost  per  person  for  each  of  690  positions  identified  below 
installation  level  in  Alternative  I has  been  used  as  the  basis  for 
computing  NAF  personnel  costs  vice  military  and  DA  civilian  personnel 
costs  for  Alternatives  II  and  III. 

2.  Factors  used  in  computing  NAF  civilian  personnel  costs  were: 

a.  Universal  Annual  (UA)  pay  schedule  applicable  to  each  pay  grade 
for  690  positions. 

b.  Permanent  Change  of  Station  (PCS)  per  person  costs  of  $2,600  for 
CONUS  and  $5,600  for  overseas  areas. 

c.  Living  Quarters  Allowance  (LQA)  in  overseas  areas  of  $3,600  per 
person. 


d.  Temporary  Living  Allowance  (TLA)  of  $580  per  person. 

e.  Overseas  Dependent  School  Tuition  Fee  of  $1,835  per  school  age 
dependent  child. 

f.  One-time  training  cost  $3,300  per  person. 

g.  Employee  benefit  package  of  18  percent  of  gross  salary. 

3.  Working  papers  in  support  of  the  above  are  available  at  CMD,  TAGCEN. 

4.  Based  on  the  above,  an  average  per  person  cost  of  $22,580  was  computed. 
Consequently,  the  proposed  number  of  personnel  to  staff  each  alternative, 
multiplied  by  the  $22,580  average  per  person  cost,  will  result  in  the 
estimated  personnel  cost  for  the  alternative. 

5.  The  average  cost  per  person  of  $22,580  was  applied  to  the  July  1977 
TDA  authorization  of  1,034  personnel  which  results  in  a total  civiliani- 
zation  cost  of  $23,347,720  or  $23.4  million  if  appropriated  fund  personnel 
support  were  totally  withdrawn. 
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APPENDIX  8-A 


STAFFING  JUSTIFICATION 


ALTERNATIVE  I - ARMY  CLUB  COMMAND  SYSTEM 


1 . Club  Command  Headquarters. 


Commanding  General's  Office. 


(1)  Recommended  staffing  for  Alternative  I. 


TOTAL 


(2 ) Justification. 

(a)  One  space  for  a general  officer  who  in  behalf  of  the  Board  of 
Directors  formulates  regulatory  policy  for  management  of  Army  clubs  and 
exercises  command  and  control  of  worldwide  club  assets.  He  commands  and 
administers  total  workforce  of  military  and  NAF  civilian  personnel  engaged 
in  club  operations  and  management  worldwide.  He  has  overall  responsibil- 
ity for  the  accomplishment  of  the  Army  Club  Command. 

(b)  One  (1)  officer  space  to  perform  the  functions  of  a Deputy. 

_1_.  Plan,  direct  and  coordinate  the  functions  of  the  staff  and  the 
regions  reporting  to  the  Headquarters. 

2.  Perform  the  day  to  day  operational  functions  of  the  Army  Club 
Command  to  free  the  Commander. 

(c)  One  (1)  officer  space  to  perform  the  following  functions  of  an 
adjutant . 


_1_.  Plan,  direct,  and  coordinate  activities  of  employees  engaged  in 
military  personnel  administration,  and  the  preparation,  authentication, 
and  publication  of  directives,  orders,  and  bulletins  concerning  the  Army 
Club  Command  System. 

2_.  Authenticate  publications,  directives,  and  form  letters. 

_3.  Control  all  actions  and  reports  generated  in  the  office  of  the 
adjutant . 
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4.  Supervise  the  dispatch  and  use  of  Government  vehicles. 


_5.  Function  as  Headquarters  Commandant  having  nonjudicial  punishment 
jurisdiction  over  enlisted  personnel. 

(d)  One  (1)  enlisted  space  to  perform  the  following  functions  as  a 
Command  Sergeant  Major: 

_K  Maintenance  of  the  records  of  assigned  military  personnel. 

2.  Preparation  of  input  to  SIDPERS. 

Maintenance  of  a reference  file  of  regulations,  circulars, 
pamphlets,  memoranda,  etc. 

_4.  Provides  advice  and  assistance  to  the  commander  and  adjutant  on 
military  personnel  management  and  administration  matters. 

_5.  Conduct  periodic  reviews  of  Army  Club  Command  and  its  overseas 
regions  for  such  matters  as  organization,  functions,  staffing,  workload, 
mission  accomplishment,  and  overall  effectiveness  and  responsiveness. 

(e)  One  (1)  enlisted  space  to  perform  the  following  administrative 
and  supply  functions: 

_1_.  Prepare  and  maintain  emergency  data  and  beneficiary  records. 

2,  Contact  and  followup  to  ensure  accomplishment  of  annual,  separa- 
tion, or  special  medical  examinations  and  immunizations. 

J3.  Counsel  and  refer  individuals  to  appropriate  support  facility  with 
respect  to  such  personal  affairs  as  medical  and  dental  care,  transporta- 
tion, civil  rights,  social  security  benefits,  and  special  assistance 
programs . 

Process  decoration  and  award  actions. 

Process  enlisted  personnel  management  actions  such  as  MOS  testing 
and  proficiency  evaluations. 

6^.  Prepare  and  maintain  personnel  suspense  cards  and  initiate  actions 
relating  to  items  such  as  medical  examinations,  qualification  in  arms,  and 
expiration  of  terms  of  service. 

Process  requests  for  attendance  at  Army  service  schools. 
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8.  Maintain  the  Command  Property  Book. 

9.  Prepare  work  orders  and  submit  them  to  the  proper  post  or  civilian 
agency . 

10.  Provide  general  supply  functions. 

(f)  One  (1)  NAP  civilian  space  to  perforin  the  following  functions  as 
a Business  Management  Advisor: 

1.  Provide  representation  in  business  contacts  with  commercial  in- 
dustry including  representatives  of  food  and  beverage,  commercial  industry 
entertainment,  hotel,  and  motel  industries,  management  consultant  firms, 
as  well  as  manufacturers  of  equipment,  supplies  and  related  merchandise. 

2.  Serves  as  the  principal  staff  officer  for  the  commander  and  pro- 
vides civilian  continuity  for  the  Command. 


(g)  One  (1)  NAP  civilian  space  to  perform  the  functions  of  Public 
Information  Officer.  These  functions  include  planning  and  carrying  out 
externally  oriented  information  efforts  through  the  use  of  public  informa- 
tion media;  providing  local  and  national  media  enterprises  with  material 
about  the  Army  Club  Command  operations  and  personnel;  maintaining  liaison 
with  civic,  governmental,  business,  and  other  organizations;  and  furnish- 
ing the  Commander,  Army  Club  Command  with  information  needed  to  prepare 
speeches  for  civil  organizations. 

(h)  One  (1)  officer  space  to  perform  the  functions  of  a Judge 
Advocate  General.  Functions  include  providing  the  commander  with  legal 
advice  in  such  areas  as  administrative  law,  procurement  law,  and  general 
legal  services. 


(i) 
for  the 


Three  (3)  spaces  to  provide  administrative  and  clerical  support 
Commanding  General  and  the  Headquarters  personnel. 


b.  Resource  Management  Division. 

(1)  Recommended  staffing  for  Alternative  I. 

OFF  WO  ENL  CIV  TOTAL 

600  19  25 

(2  ) Just  if icat ion. 

(a)  One  (1)  officer  space  to  plan,  direct,  and  supervise  the  overall 
functions  of  the  Resource  Management  Division.  He  will  have  overall 
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28  personnel.  He  will  provide  final  approval  on  priority  correspondence, 
congressionals  and  other  high  level  communications. 

(b)  One  (1)  NAF  civilian  space  to  provide  administrative  and  clerical 
support  for  the  division  chief. 

(c)  One  (1)  officer  space  to  perform  the  function  of  Custodian,  Army 
Club  Fund  (ACF).  Functions  of  the  executive  manager  of  the  ACF  include 
plans  and  decisions  concerning  budgets  and  expenditures;  investments;  cash 
management;  loans;  grants;  income;  club  assessments;  insurance  contribu- 
tions; payments,  claims;  and  contract  administration. 

(d)  Ten  (10)  NAF  civilian  spaces  to  perform  t lie  following  functions: 

J_.  Develop,  review,  interpret,  update,  and  implement  basic  policies, 
procedures,  and  techniques  governing  the  management  and  use  of  financial 
resources  within  the  Army  Club  Command. 

2_.  Develop  program/budget  data  to  include  submissions  to  higher 
heaidquarters  and  disseminate  guidance  to  Army  Club  Command  regions  as 
appropriate . 

_3.  Implement  Department  of  Defense  policies  concerning  Army  Club 
Command  financial  management  and  the  use  of  nonappropr iated  funds  for 
support  of  club  operations. 

4^.  Coordinate  the  preparation  and  maintenance  of  OMA  and  NAF  program/ 
budget  data  for  Army  Club  Command. 

_5.  Make  recommendations  concerning  the  financial  resources  authorized 
and  available  for  major  construction  and  renovation  of  Army  clubs. 

6^.  Approval  authority  for  dissolution  of  Army  clubs  and  assure  appro- 
priate disposition  of  residual  assets. 

_7.  Perform  accounting  services  for  the  ACF. 

(e)  Four  (4)  officer  and  one  (1)  NAF  civilian  spaces  to  perform  the 
following  personnel  functions: 

J_.  Monitor  and  assist  in  the  development  and  implementat icn  of 
personnel  management  and  career  programs  for  officers,  warrant  officers, 
enlisted,  and  civilian  personnel  of  the  Army  Club  Command  in  coordination 
with  appropriate  commands  and  agencies. 
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2.  Develop  programs  to  recruit  personnel  into  the  club  management 
field. 

_3.  Coordinate  with  MILPERCFN  on  projected  assignments  of  commissioned 
officers,  warrant  officers,  and  NCO's  to  the  Army  Club  Command. 

(f)  Three  (3)  NAF  civilian  spaces  to  perform  the  following  review  and 
analysis  functions: 

_1_.  Review  each  Army  Club  Command  region's  consolidated  capital 
expenditure  budget  to  ensure  that  forecasted  profits  generate  sufficient 
funds  for  projected  capital  outlays. 

2_.  Coordinate  the  preparation  of  a quarterly  review  and  analysis  of 
Army  club  operations  for  presentation  and  submission  to  Headquarters, 
Department  of  the  Army,  highlighting  progress  in  attainment  of  objectives, 
explanation  of  unfavorable  conditions  and  recommended  solutions. 

J3.  Review  and  approve  Army  Club  Command  regional  detailed  quarterly 
review  and  analysis  prior  to  the  regional  presentation  to  related 
commands . 

(g)  Four  (4)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  for  the  division. 

c . Plans,  Policy  and  Operations  Division. 


(1)  Recommended  staffing  for  Alternative  I. 


TOTAL 


(2 ) Justification. 

(a)  One  (1)  officer  space  to  plan,  direct,  and  supervise  the  overall 
functions  of  the  Operations  and  Training  Division.  Responsibilities  in- 
clude the  personnel  management  of  the  division  workforce  of  18  personnel, 
as  well  as  providing  final  approval  on  priority  correspondence,  congres- 
sional and  other  high  level  communications. 

(b)  Two  (2)  NAF  civilian  spaces  to  perform  the  following  plans  and 
policy  functions: 

J_.  Promulgate  Army  Regulations,  manuals,  and  directives  governing  the 
establishment,  operation,  management,  and  dissolution  of  Army  clubs  world- 
wide. 


f 
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2.  Develop,  coordinate,  and  prepare  for  publicat ion^ manuals , 
directives,  pamphlets,  and  similar  publications  covering  all  aspects  of 
Army  club  operations,  management,  and  support  services. 

3.  In  coordination  with  Department  of  the  Army  staff  agencies, 
develop  and  implement  military  and  civilian  employee  staffing  guides  for 
c lubs . 

(c)  Three  (3)  NAK  civilian  spaces  to  perform  the  following  opera- 
tions functions: 

1.  Establish  operating  goals  and  objectives  for  each  Army  Club 
Command  region  and  develop  procedures  and  controls  necessary  to  ensure 
attainment . 

2.  Review  regional  financial  summaries,  operating  reports,  audit 
reports,  inspection  and  assistance  reports,  and  similar  documents  to 
determine  the  adequacy  of  Department  of  the  Army  policy  guidance  and 
procedures.  If  necessary,  direct  the  regions  to  take  remedial  action. 

_3.  Develop  a marketing  plan  for  Army  Club  Command  and  maintain 
liaison  with  commercial  industry  to  stay  abreast  of  advances  in  hospi- 
tality and  marketing  trends. 

4^.  Provide  technical  guidance  to  the  Army  Club  Command  regions  on 
matters  concerning  Army  club  construction  and  renovation. 

_5.  Develop,  implement,  and  administer  a management  information  system 
that  provides  an  analytical  portrayal  of  Army  club  operations. 

t>.  Develop  management  indicators  to  isolate  key  factors  which  trigger 
Army  Club  Command  evaluation  and  measurement  of  activity  and  system  per- 
formance against  attainment  of  pre-determined  goals  and  objectives. 

_7.  Respond  to  inquiries  from  Army  club  management  personnel. 

(d)  Two  (2)  NAF  civilian  spaces  to  perform  the  following  surveil- 
lance functions: 

J_.  Assure  that  each  Army  Club  Command  region  controls  the  review, 
analysis,  and  coordination  of  Army  club  audit  reports,  inspection  reports, 
special  investigate  reports,  and  serious  Incident  reports.  Perform  the 
final  review,  evaluation,  and  closeout  of  each  of  the  above  reports. 

2_.  Implement,  coordinate,  and  administer  Department  of  the  Army 
commercial  audit  programs  for  Army  clubs. 
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3.  Initiate  Department  of  the  Army  followup  actions  to  Army  club 
audit  reports  containing  inadequate  or  incomplete  corrective  actions. 


4.  Schedule  audits  of  Army  clubs. 

(e)  Four  (4)  NAF  civilian  spaces  to  perform  the  following  training 
and  assistance  functions: 

1.  Determine  Army  club  MOS  related  training  needs,  provide  technical 
advice  and  assistance,  and  monitor  accomplishment  in  coordination  with  the 
US  Army  Training  and  Doctrine  Command  (TRADOC). 

2.  Arrange  for  professional  presentations  at  each  Army  Club  Command 
region. 

_3.  Conduct  specialty  training  for  personnel  assigned  to  Army  Club 
Command . 

_4.  Review  and  assist  the  regions  with  development  of  club  operating 
manuals. 

_5.  Maintain  a reference  book  library  on  food  service/club  management 
and  operations. 

6^  Ensure  club  assistance  functions  are  performed  by  each  Army  Club 
Command  region. 

(f)  Two  (2)  NAF  civilian  spaces  to  perform  procurement  functions 
which  include  providing  selective  contract  administration  service  to  the 
Army  Club  fund  (ACF)  and  all  clubs  in  Army  Club  Command;  developing  and 
administering  a uniform  system  of  procurement  within  Army  Club  Command; 
and  resolving  protests,  disputes,  claims,  and  similar  contractual  actions. 

(g)  Four  (4)  NAF  civilian  spaces  to  provide  the  administrative  and 
clerical  support  for  the  division  chief  and  division  personnel. 

2 . Army  Club  Command,  United  States  Region. 

a . Headquarters,  United  States  Region. 

(1)  Recommended  staffing  for  Alternative  I. 

OFF  WO  ENL  CIV  TOTAL 

2 0 2 1 5 
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(2)  Justification. 


(a)  One  (1)  officer  space  to  perform  the  functions  of  regional 
commander  which  include  directing  and  supervising  the  overall  functions 
of  the  United  States  Region. 

(b)  One  (1)  officer  space  to  perform  adjutant  functions  which  include 
preparing,  authenticating  and  publishing  directives,  orders,  and  bulle- 
tins concerning  regional  operations;  authenticating  directives  and  form 
letters;  supervising  the  two  enlisted  personnel  in  the  Headquarters 
element;  exercising  control  of  all  actions  and  reports  generated  in  the 
office  of  the  adjutant;  authenticating  documents  which  require  the  signa- 
ture or  certification  of  an  officer;  and  functioning  as  headquarters 
commandant  having  non judicial  punishment  jurisdiction  over  enlisted 
personnel . 

(c)  One  (1)  enlisted  space  to  conduct  periodic  reviews  of  the  United 
States  Region  for  such  matters  as  organization,  function,  staffing,  work- 
load, mission  accomplishment  and  overall  effectiveness  and  responsiveness. 

(d)  One  (1)  enlisted  space  to  perform  the  functions  of  an  Adminis- 
trative/Supply NCO  which  include  maintaining  the  personnel  records  and 
assisting  individuals  in  handling  personal  affairs;  preparing  and  issuing 
authenticated  applications  for  ID  cards;  and  preparing  and  maintaining 
personnel  suspense  cards  and  initiating  actions  relating  to  items  such  as 
efficiency  and  evaluation  records,  medical  exams,  qualification  with  arms, 
and  expiration  of  terms  of  service. 

(e)  One  (1)  NAF  civilian  space  to  provide  administrative  and  clerical 
support  for  the  regional  commander  and  the  headquarters  element. 


b.  Operations  Division. 

(1)  Recommended  staffing  for  Alternative  I. 


OFF  WO  ENL  CIV  TOTAL 


1 0 0 39  40 


( 2 ) Justification. 

(a)  One  (1)  officer  space  and  seven  (7)  NAF  civilian  spaces  to 
perform  budget  analyst  functions  for  the  entire  United  States  region. 
These  functions  include  developing  and  funding  a United  States  Region 
budget  maintaining  liaison  and  coordination  with  the  Resource  Management 
Division  in  the  Army  Club  Command  Headquarters.  Also,  reviewing, 
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interpreting  and  implementing  basic  policies,  procedures  and  techniques 
governing  the  management,  and  use  of  financial  resources  with  the  United 
States  Region;  developing  program/budget  data  to  include  submission  to  the 
Army  Club  Command  Headquarters  and  disseminating  guidance  to  subordinate 
field  offices  as  appropriate.  In  addition  to  budget  analyst  functions, 
the  officer  is  the  division  chief. 

(b)  Fourteen  (14)  NAF  civilian  spaces  to  perform  review  and  analysis 
functions  which  include  reviewing  capital  expenditure  budgets  for  clubs 
within  their  jurisdiction  to  ensure  that  forecasted  profits  generate 
sufficient  funds  for  projected  capital  outlays;  and  preparing  a quarterly 
program  review  and  analysis  of  club  operations  in  the  United  States  for 
presentation  and  submission  to  the  Commanding  General,  Headquarters,  Army 
Club  Command,  highlighting  progress  in  attainment  of  regional  objectives, 
explaining  the  unfavorable  conditions  and  recommending  solutions. 

(c)  Two  (2)  NAF  civilian  spaces  to  perform  the  functions  of  surveil- 
lance which  include  reviewing,  analyzing  and  coordinating  United  States 
Regional  club  audit  reports,  inspection  reports,  special  investigative 
reports  and  serious  incident  reports,  and  forwarding  these  reports  to 
Headquarters,  Army  Club  Command,  for  final  review;  implementing  Department 
of  the  Army  policies  and  procedures  governing  audits  of  clubs  in  the 
United  States;  and  maintaining  close  liaison  with  the  Headquarters,  Army 
Club  Command,  surveillance  personnel. 

(d)  Six  (6)  NAF  civilian  spaces  to  perform  procurement  functions_ 
which  include  providing  selective  contract  administration  service  for  all 
Army  clubs  throughout  the  United  States  Region;  developing  and  adminis- 
tering a uniform  system  of  procurement  within  the  region,  performing 
technical  and  legal  contractual  review  for  the  regional  clubs  and  command; 
resolving  protests,  disputes,  claims,  and  similar  contractual  actions; 
monitoring  CONUS  restrictions  pertaining  to  the  procurement,  storage, 
distribution,  sale,  and  consumption  of  alcoholic  beverages,  and 
determining  compliance  with  those  restrictions. 

(e)  Four  (4)  NAF  civilian  spaces  to  perform  the  plans,  policy,  and 
operations  which  include  reviewing  summaries  of  financial  reports, 
operating  reports,  audit  reports,  inspection  and  assistance  reports,  and 
similar  documents  to  determine  the  adequacy  of  Army  Club  Command  and 
Department  of  the  Army  policy  guidance  and  procedures  taking  remedial 
action  if  necessary;  maintaining  liaison  with  commercial  industry  within 
the  United  States  Region;  and  implementing  Department  of  the  Army  and  Army 
Club  Command  policies  and  staffing  guidance  on  internal  control  procedures 
in  the  region  and  maintaining  continued  review  of  operations  to  ensure 
compliance  with  existing  Department  of  the  Army  and  Army  Club  Command 
regulations. 
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(f)  Six  (6)  NAF  civilian  spaces  to  perform  administrative  and  cleri- 
cal functions  for  the  division  chief  and  division  personnel. 

c • Train ing  and  Assistance  Division . 

(1)  Recommended  staffing  for  Alternative  1. 

OFF  WO  ENL  CIV  TOTAL 

6 5 3 34  48 

( 2 ) Justif ication. 

(a)  One  (1)  officer  space  to  perform  the  functions  of  a division 
chief.  These  functions  include  supervising  the  division  operations  and 
personnel  and  advising  the  United  States  regional  commander  on  training 
and  assistance  matters. 

(b)  One  (1)  NAF  civilian  space  to  perform  the  functions  of  a training 
officer.  These  functions  include  determining  the  United  States  Region 
club  MOS  related  training  needs;  identifying,  developing,  coordinating 
with  Headquarters,  Army  Club  Command,  and/or  providing  Army  club  related 
non-MOS  producing  training;  determining  requirements  for  and  procuring 
training  aids,  material  and  devices;  and  maintaining  liaison  with  Head- 
quarters, Army  Club  Command  training  personnel. 

(c)  Five  (5)  officers,  five  (5)  warrant  officers,  three  (3)  enlisted, 
and  twenty-five  (25)  NAF  civilian  spaces  to  perform  club  assistance 
functions.  The  functions  of  the  assistance  personnel  are  to  provide 
technical  advice  and  assistance  to  the  United  States  Region  and  monitor 
its  accomplishment;  to  provide  on-site  assistance  and  technical  guidance 
as  required  to  include  review  and/or  implementation  of  club  OJT  programs; 
provide  professional  assistance  in  all  areas  of  club  management  and  opera- 
tions; and  assure  that  previous  findings  and  recommendations  contained  in 
AAA  and  IG  reports  have  been  followed  and  implemented  as  required;  and 
evaluation  of  productivity  to  include  operational  areas,  accounting 
functions,  and  support  services.  Additional  assistance  functions  include 
providing  advice  and  assistance  in  the  areas  of  menu  preparation  and 
construction;  providing  advice  and  asr  .stance  in  business  and  financial 
management  aspects  of  Army  club  operations  in  the  United  States  Region; 
and  maintaining  liaison  with  counterpart  in  assistance  at  Headquarters, 
Army  Club  Command. 

(d)  Eight  (8)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  for  the  division  chief  and  division  personnel. 
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TOTAL 


3.  Army  Club  Command,  Korea  Kegion. 


a . Headquarters,  Korea  Region. 


(1)  Recommended  staffing  for  Alternative  I. 


OFF 

WO 

ENL 

CIV 

TOT/ 

1 

0 

2 

1 

4 

(2)  Justification. 

(a)  One  (1)  officer  space  to  perform  the  functions  of  regional 
commander  which  include  directing  and  supervising  the  overall  functions  of 
the  Pacific  Region. 

(b)  One  (1)  enlisted  space  to  perform  administrative  functions  for 
all  personnel  assigned  to  the  field  office. 


(c)  One  (1)  enlisted  space  to  perform  the  functions  of  an  Adminis- 
trative/Supply NCO  which  include  maintaining  the  personnel  records  and 
assisting  individuals  in  handling  personal  affairs;  preparing  and  issuing 
authenticated  applications  for  ID  cards;  preparing  and  maintaining 
personnel  suspense  cards;  and  initiating  actions  relating  to  items  such  as 
efficiency  and  evaluation  records,  medical  examinations,  qualification 
with  arms,  and  expiration  of  terms  of  service. 

(d)  One  (1)  NAF  civilian  space  to  provide  administrative  and  clerical 
support  for  the  regional  commander  and  the  headquarters  element. 

b.  Operations  Division. 

(1)  Recommended  staffing  for  Alternative  I. 

OFF  WO  ENL  CIV  TOTAL 

0 0 0 7 7 

(2 ) Just  if ication. 


(a)  One  (1)  space  to  perform  the  functions  of  division  chief  and 
budget  analyst  for  the  Region.  The  primary  function  of  the  division  chief 
is  to  supervise  the  operations  and  personnel  of  the  Operations  Division. 
The  function  of  a budget  analyst  include  developing  and  funding  the  Korea 
Region  budget  and  maintaining  liaison  and  coordination  with  Resource 
Management  Division,  Headquarters,  Army  Club  Command. 
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(b)  Four  (4)  NAF  civilian  spaces  to  perform  review  and  analysis 
functions  which  include  reviewing  capital  expenditure  budgets  to  ensure 
that  forecasted  profits  generate  sufficient  funds  for  projected  capital 
outlays;  and  preparing  a quarterly  program  review  and  analysis  of  club 
operations  for  presentation  and  submission  to  the  Commanding  General, 
Headquarters,  Army  Club  Command,  highlighting  progress  in  attainment  of 
regional  objectives,  explaining  the  unfavorable  conditions  and  recommend- 
ing solutions. 

(c)  One  (1)  NAF  civilian  space  to  perform  the  functions  of  surveil- 
lance which  include  reviewing,  analyzing  and  coordinating  club  audit 
reports,  inspection  reports,  special  investigative  reports,  and  serious 
incident  reports  and  forwarding  these  reports  to  Headquarters,  Army  Club 
Command,  for  final  review;  implementing  Department  of  the  Army  policies 
and  procedures  governing  club  audits;  and  maintaining  close  liaison  with 
Headquarters,  Army  Club  Command,  surveillance  personnel. 

(d)  One  (1)  NAF  civilian  space  to  perform  administrative  and  cleri- 
cal functions  for  the  division  chief  and  division  personnel. 

c.  Training  and  Assistance  Division. 

(1)  Recommended  staffing  for  Alternative  I. 

OFF  WO  ENL  CIV  TOTAL 

1 0 2 6 9 

(2)  Justification. 

(a)  One  (1)  officer  space  to  perform  the  functions  of  a division 
chief.  These  functions  include  supervising  the  division  operations  and 
personnel,  and  advising  the  Commander  on  training  and  assistance  matters. 

(b)  One  (1)  NAF  civilian  space  to  perform  the  functions  of  a training 
officer.  These  functions  include  determining  the  Korea  Field  Office  club 
MOS  related  training  needs;  identifying,  developing,  and  coordinating  with 
Headquarters,  Army  Club  Command,  and/or  providing  Army  club  related  non- 
MOS  producing  training;  determining  requirements  for  and  procuring 
training  aids,  material,  and  devices;  and  maintaining  liaison  with 
Headquarters,  Army  Club  Command  training  personnel. 

(c)  Two  (2)  enlisted  and  three  (3)  NAF  civilian  spaces  to  perform 
club  assistance  functions.  The  functions  of  the  assistance  personnel  are 
to  provide  technical  advice  and  assistance  to  the  Korea  Region  and  monitor 
its  accomplishment;  to  provide  on-site  assistance  and  technical  guidance 
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as  required  to  include  review  and/or  implementation  of  club  OJT  programs; 
provide  professional  assistance  in  all  areas  of  club  management  and  opera- 
tions; and  assure  that  previous  findings  and  recommendations  contained  in 
AAA  and  IG  reports  have  been  followed  and  implemented  as  required;  and 
evaluation  of  productivity  to  include  operational  areas,  accounting  func- 
tions, and  support  services.  Additional  assistance  functions  include 
providing  advice  and  assistance  in  the  areas  of  menu  preparation  and 
construction;  providing  advice  and  assistance  on  business  and  financial 
management  aspects  of  Army  club  operations;  and  maintaining  liaison  with 
counterpart  in  assistance  at  Headquarters,  Army  Club  Command. 

(d)  Two  (2)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  for  the  division  chief  and  division  personnel. 


(1)  Recommended  staffing  for  Alternative  I. 


OFF 

WO 

ENL 

CIV 

TOTAL 

2 

0 

2 

1 

5 

(2)  Justification. 

(a)  One  (1)  officer  space  to  perform  the  functions  of  regional 
commander  which  include  directing  and  supervising  the  overall  functions  of 
the  European  Region. 

(b)  One  (1)  officer  space  to  perform  adjutant  functions  which  include 
publishing  directives,  orders,  and  bulletins  concerning  regional  opera- 
tions; authenticating  directives  and  form  letters;  supervising  the  two 
enlisted  personnel  in  the  headquarters  element;  exercising  control  of  all 
actions  and  reports  generated  in  the  office  of  the  adjutant;  authenti- 
cating documents  which  require  the  signature  or  certification  of  an 
officer;  and  functioning  as  Headquarters  Commandant  having  nonjudicial 
punishment  jurisdiction  over  enlisted  personnel. 

(c)  One  (1)  enlisted  space  to  conduct  periodic  reviews  of  the 
European  Region  for  such  matters  as  organization,  function,  staffing, 
workload,  mission  accomplishment,  and  overall  effectiveness  and 
responsi veness . 

d)  >ne  (1)  enlisted  space  to  perform  the  functions  of  an  Adminis- 
> ve  Supply  NCO  which  Include  maintaining  the  personnel  records  and 
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assisting  individuals  in  handling  personal  affairs;  preparing  and  issuing 
authenticated  applications  for  ID  cards;  preparing  and  maintaining  the 
personnel  suspense  cards;  and  initiating  actions  relating  to  items  such  as 
efficiency  and  evaluation  records,  medical  exams,  qualification  with  arms, 
and  expiration  of  terms  of  service. 


(e)  One  (I)  NAF  civilian  space  to  provide  administrative  and  clerical 
support  for  the  regional  commander  and  the  headquarters  element . 


b.  Operations  Division. 

(1)  Recommended  staffing  for  Alternative  I. 

OFF  WO  ENL  CIV  TOTAL 

10  0 16  17 

( 2 ) Justification. 

(a)  One  (1)  officer  space  to  perform  the  functions  of  division  chief 
and  budget  analyst  for  the  European  Region.  The  primary  function  of  the 
division  chief  is  to  supervise  the  operations  and  personnel  of  the  Opera- 
tions Division.  The  functions  of  a budget  analyst  include  developing  and 
funding  the  European  Budget,  and  maintaining  liaison  and  coordination  with 
Resource  Management  Division,  Headquarters,  Army  Club  Command. 

(b)  Seven  (7)  NAF  civilian  spaces  to  perform  review  and  analysis 
functions  which  include  reviewing  capital  expenditure  budgets  to  ensure 
that  forecasted  profits  generate  sufficient  funds  for  projected  capital 
outlays;  and  nreparing  a quarterly  program  review  and  analysis  of  European 
club  operations  for  presentation  and  submission  to  the  Commanding  General, 
Headquarters,  Army  Club  Command,  highlighting  progress  in  attainment  of 
regional  objectives,  explaining  the  unfavorable  conditions  and  recommend- 
ing solutions. 

(c)  One  (1)  NAF  civilian  space  to  perform  the  functions  of  surveil- 
lance which  include  reviewing,  analyzing,  and  coordinating  European  Region 
club  audit  reports,  inspection  reports,  special  investigative  report,  and 
serious  incident  reports  and  forwarding  these  reports  to  Headquarters, 

Army  Club  Command,  for  final  review;  implementing  Department  of  the  Army 
policies  and  procedures  governing  European  club  audits;  and  maintaining 
close  liaison  with  Headquarters,  Army  Club  Command,  surveillance 
personnel . 

(d)  Three  (3)  NAF  civilian  spaces  to  perform  procurement  functions 
which  include  providing  selective  control  administration  service  for  all 
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Army  clubs  throughout  the  European  Region;  developing  and  administering  a 
uniform  system  of  procurement  within  the  European  Region;  performing 
technical  and  legal  contractual  reviews  for  the  regional  clubs  and 
command;  resolving  protests,  disputes,  claims,  and  similar  contractual 
actions;  and  monitoring  European  restrictions  pertaining  to  the  procure- 
ment, storage,  distribution,  sale,  and  consumption  of  alcoholic  beverages, 
and  determining  compliance  with  those  restrictions. 

(e)  Two  (2)  NAF  civilian  spaces  to  perform  the  plans,  policy  and 
operations  whicli  include  reviewing  summaries  of  financial  reports, 
operating  reports,  audit  reports,  inspection  and  assistance  reports,  and 
similar  documents  to  determine  the  adequacy  of  Army  Club  Command  and 
Department  of  the  Army  policy  guidance  and  procedures  taking  remedial 
action  if  necessary;  maintaining  liaison  with  commercial  industry  within 
the  European  Region;  and  implementing  Department  of  the  Army  and  Army  Club 
Command  policies  and  staffing  guidance  on  internal  control  procedures  in 
the  region  and  maintaining  existing  Department  of  the  Army  and  Army  Club 
Command  regulations. 

(f)  Three  (3)  NAF  civilian  spaces  to  perform  administrative  and 
clerical  functions  for  the  division  chief  and  division  personnel. 

c . Training  and  Assistance  Division. 

(1)  Recommended  staffing  for  Alternative  I. 

OFF  WO  ENL  CIV  TOTAL 

32  2 11  18 

(a)  One  (1)  officer  space  to  perform  the  functions  of  a division 
chief.  These  functions  include  supervising  the  division  operations  and 
personnel  and  advising  the  European  regional  commander  on  training  and 
assistance  matters. 

(b)  One  (1)  NAF  civilian  space  to  perform  the  functions  of  a train- 
ing officer.  These  functions  include  determining  the  European  Region  club 
MOS  related  training  needs;  identifying,  developing,  coordinating  with 
Headquarters,  Army  Club  Command,  and/or  providing  Army  club  related  non- 
MOS  producing  training;  determining  requirements  for  and  procuring 
training  aids,  material  and  devices;  and  maintaining  liaison  with 
Headquarters,  Army  Club  Command,  training  personnel. 

(c)  Two  (2)  officer,  two  (2)  warrant  officer,  two  (2)  enlisted,  and 
five  (5)  NAF  civilian  spaces  to  perform  club  assistance  functions.  The 
functions  of  the  assistance  personnel  are  to  provide  technical  advice  and 
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assistance  to  the  European  Region  and  monitor  its  accomplishment;  to 
provide  on-site  assistance  and  technical  guidance  as  required  to  include 
review  and/or  implementation  in  all  areas  of  club  management  and  opera- 
tions; and  assure  that  previous  findings  and  recommendations  contained  in 
AAA  and  IG  reports  have  been  followed  and  implemented  as  required;  and 
evaluation  of  productivity  to  include  operational  areas,  accounting 
functions,  and  support  services.  Additional  assistance  functions  include 
providing  advice  and  assistance  in  the  areas  of  menu  preparation  and 
construction;  providing  advice  and  assistance  on  business  and  financial 
management  aspects  of  Army  club  operations  in  the  European  Region;  and 
maintaining  liaison  with  counterpart  in  assistance  at  Headquarters,  Army 
Club  Command. 

(d)  Five  (5)  NAF  civilian  spaces  to  provide  administrative  and  cleri- 
cal support  for  the  division  chief  and  division  personnel. 
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appendix  9-A 


STAFFING  JUSTIFICATION 

ALTERNATIVE  II  - CLUB  MANAGEMENT  DIRECTORATE, 
TAGCEN  (MODIFIED) 


1.  Club  Management  Directorate,  TAGCEN. 

a.  Office  of  the  Director. 

(1)  Recommended  staffing  for  Alternative  II. 

OFF  ENL  NAF  CIV  TOTAL 

2 11  4 

(2)  Justification. 

(a)  One  (1)  officer  space  to  function  as  Director  of  Club  Management, 
formulate  Annual  Operating  Plan  and  Capital  Expenditure  Plan  for  the  Board 
of  Advisors  and  act  on  recommendations  of  the  Board  of  Advisors  as 
approved  by  the  DCSPER  and  TAG. 

(b)  One  (1)  officer  space  to5 

_1_.  Serve  as  a Program  Coordinator  and  as  Chief  of  Plans  and 
Coordination  office  which  includes  exercising  authority  and  responsibility 
for  operational  functions  of  the  Directorate  activities. 

2_.  Assist  the  Director  in  formulating,  establishing,  and  coordinating 
policies,  regulations,  and  procedures  necessary  to  the  operation  and 
administration  of  the  Directorate. 

3.  Coordinate  on  various  types  of  action  papers  prior  to  submission 
to  the  Director. 

4^  Administer  the  CMD  equal  employment  opportunity,  race  relations, 
grievance,  civilian  and  military  awards  and  decorations,  safety  and 
management/labor  relations  programs. 

_5.  Perform  periodic  reviews  of  CMD  staff  elements  to  ensure 
compliance  with  established  procedures,  attainment  of  mission,  objectives 
and  organizational  efficiency. 


I 


id 
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J).  Establish  priorities  and  plan  the  work  effort  of  the  CMD  organi- 
zation and  establish  systems  and  procedures  applicable  to  the  operation  of 
the  Army  club  system. 

(c)  One  (1)  enlisted  space  to  conduct  periodic  review  of  Club 
Management  Directorate  and  its  regions  for  such  matters  as  organization, 
functions,  staffing,  workload,  mission  accomplishment  and  overall  effec- 
tiveness and  responsiveness,  particularly  as  they  apply  to  enlisted  clubs 
and  represent  the  Directorate  on  all  enlisted  matters. 

(d)  One  (1)  civilian  space  to  provide  administrative  and  clerical 
support  for  the  Director. 

b.  Plans  and  Coordination  Office. 

■ (1)  Recommended  staffing  for  Alternative  II. 

OFF  ENL  NAF  CIV  TOTAL 

0 15  6 


(2 ) Just  if icat ion. 

(a)  Two  (2)  civilian  spaces  to: 

J_.  Plan  and  develop  programs  to  ensure  timely  development  of  CMD 
organization  consistent  with  evolution  of  the  Army  club  system. 

2.  Determine  Directorate's  long  and  short-range  objectives. 

_3.  Manage,  coordinate  and  conduct  studies,  projects,  and  programs. 

A.  Formulate  policies  for  operation  of  the  Directorate  organization. 

Ensure  cohesiveness  and  coordination  of  Directorate  efforts. 

6_,  Supervise  administrative  services. 

(b)  One  (1)  civilian  space  administers  the  club  management  infor- 
mation program,  publishes  the  Army  Host,  maintains  continual  contact  with 
representatives  of  hospitality,  industry,  and  educational  institutions  in 
order  to  remain  knowledgeable  on  technological  advances  and  improvements. 

(c)  One  (1)  enlisted  space  to  maintain  records  of  assigned  military 
personnel;  maintain  a reference  file  of  regulations,  circulars,  pamphlets, 
memoranda,  etc.;  maintain  reports  control  register  and  requisition,  and/or 
pick  up  supplies  as  required. 


9A-2 


(d)  Two  (2)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  for  the  plans  and  coordination  office. 

c.  Policy  and  Financial  Management  Division. 

(1)  Recommended  staffing  for  Alternative  II. 

OFF  ENL  NAF  CIV  TOTAL 

20  26  28 

(2 ) Just  if  i cation. 

(a)  One  (1)  officer  space  to: 

J_.  Function  as  Chief,  P&FM. 

_2.  Plan  and  coordinate  the  workload  within  the  division. 

_3.  Supervise  approximately  25  personnel. 

4.  Assist  the  Director  by  developing  general  guidance  for  club 
operational  problems. 

(b)  Four  (4)  civilian  spaces  to: 

J_.  Develop  and  recommend  policy  and  procedures  to  supplement ' or 
revise  Army  Regulations  210-65  and  230-60. 

_2.  Develop  and  recommend  policy  and  procedures  to  supplement  or 
revise  Army  regulations  concerning  internal  control,  financial  management, 
funding,  logistical,  and  service  support  for  Army  clubs,  for  which  other 
staff  elements  have  DA  proponency. 

J3.  Interpret  Army  policy,  procedures  and  practices  concerning  Army 
clubs  and  respond  to  inquiries  from  all  sources  within  the  Department  of 
the  Army,  other  governmental  agencies,  the  news  media,  industry  and 
private  citizens. 

h.  Determine  Army  club  system  requirements  for  control  and  management 
accounting  systems;  monitor  the  operation  of  these  systems. 

_5.  Review  and  approve  nonappropriated  fund  club  construction 
projects.  Review  and  recommend  approval  of  partial  or  fully  funded 
projects,  using  appropriated  funds.  These  reviews  include  International 
Balance  of  Payments  (IBOP)  requirements  for  clubs  overseas. 
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b.  Present  and  defend  club  requirements  for  construction  and 
renovation  funded  by  OMA  funds. 

7.  Recommend  approval  or  disapproval  of  requests  for  the  estab- 
lishment and  dissolution  of  Army  clubs. 

J3.  Recommend  approval  or  disapproval  of  donations  to  Army  clubs 
exceeding  $1,000. 

(c)  One  (1)  officer  space  and  three  (3)  civilian  spaces  to: 

J^.  Provide  management  of  the  Army  Club  Fund  loan  and  assessment 
program. 

J2.  Prepare,  submit  for  approval,  maintain,  and  adjust  the  CMD  OMA  and 
NAF  budgets. 

(d)  Two  (2)  civilian  spaces  to  administer  the  club  commercial  audit 
program  and  perform  liaison  with  AAA  concerning  Army  club  policy  and  the 
AAA  club  audit  program. 

(e)  Seven  (7)  civilian  spaces  to  review  and  recommend  approval  of 
operational  budgets  and  significant  adjustments  thereto  for  Army  clubs 
worldwide . 

(f)  Five  (5)  civilian  spaces  to: 

Review  and  analyze  club  budgets  and  financial  statements  and 
identify  clubs  experiencing  operational  and  financial  difficulty  and 
recommend  remedial  or  corrective  action  as  appropriate. 

2.  Develop  and  disseminate  quarterly  review  and  analyze  information 
to  TAG,  DTAG,  CMD,  regional  and  field  offices,  MACOM's  installation 
commanders,  and  club  managers. 

2.*  Prepare  special  analysis  of  club  financial  operations  as  required. 

4^.  Administer  CMD's  functional  segment  of  the  TAGCEN  MIS. 

(g)  Five  (5)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  for  the  Division  Chief  and  division  personnel. 
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d . Training  and  Assistance  Division. 


(1)  Recommended  staffing  for  Alternative  II. 

OFF  ENL  NAF  CIV  TOTAL 

51  11  17 

( 2 ) Justification. 

(a)  One  (1)  officer  space. 

_1_.  Perform  the  functions  of  Division  Chief  and  Branch  Chief. 

2^  Plan  and  coordinate  the  workload  of  the  Division. 

_3.  Supervise  training  and  assistance  efforts  of  CMD  and  its  regional 
off  ices. 


_4.  Recommend  priorities,  scheduling  and  use  of  training  and 
assistance  personnel. 

_5.  Prepare  and  maintain  reports  of  visits  and  commanders  comments. 

(b)  One  (1)  officer  and  four  (4)  civilian  spaces  to: 

J_.  Maintain  a training  and  experience  profile  for  military  and 
civilian  personnel  assigned  to  the  Army  club  system. 

_2.  Determine  the  DA  training  requirements  for  military  and  civilian 
club  managers. 

_3.  Provide  HQ  TRAD OC  technical  information  and  advice  concerning 
standards  required  to  upgrade  the  MOS  producing  Club  Mangement  Course. 

4^.  Develop  training  materials  for  all  levels  of  installation  club 
management,  service,  and  skill-level  personnel. 

5_.  Direct,  assist,  and  monitor  the  conduct  of  club  in-house  training 
programs . 

6^.  Produce  Army  club  training  films. 

_7.  Establish  and  maintain  a reference  book  and  training  film  library. 
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(c)  One  (1)  officer  space  to  prepare  continuing  market  analyses  for 
use  by  all  elements  of  the  Army  club  system  and  develop  operating 
procedures  for  use  by  Army  clubs. 

(d)  One  (1)  officer,  one  (1)  enlisted,  and  one  (1)  civilian  space 

to: 

_1_.  Monitor  the  requirements,  authorizations,  and  staffing  of  command 
and  control  supervisory  management  positions  for  Army  clubs. 

2.  Review  and  recommend  approval  of  individual  applications  for  the 
enlisted  club  management  specialty  MOS  00J50,  request  CID  background 
investigations  for  all  applicants  and  administer  the  results  of  such 
investigations. 

J3.  Review  and  recommend  changes  to  military  and  civilian  staffing 
guides  for  club  management  positions. 

Assist  in  the  development  of  civilian  club  management  career 
programs . 

(e)  One  (1)  officer  and  six  (6)  NAF  civilian  spaces  to  provide 
administrative  and  clerical  support  for  the  Operations  and  Analysis 
Branch. 

2.  United  States  Region. 

a.  Recommended  staffing  for  Alternative  II. 

OFF  WO  ENL  NAF  CIV  TOTAL 

10  5 4 17  36 

b.  Justification. 

(1)  One  (1)  officer  space  to: 

(a)  Perform  the  functions  of  Chief,  United  States  Region. 

(b)  Plan,  direct,  and  control  operations  within  the  United  States 
Region  in  accordance  with  Directorate  policy  and  guidance. 

(c)  Supervise  the  personnel  assigned  to  the  region. 

(d)  Ensure  that  club  assistance  functions  are  performed  within  the 
prescribed  geographic  area. 
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(e)  Assist  the  Director  with  general  guidance  on  club  operational 
problems  within  the  United  States  Region. 

(2)  Nine  (9)  officer,  five  (5)  warrant  officers,  four  (4)  enlisted 
and  14  NAF  civilian  spaces  to  (includes  three  NAF  civilian  manager 
interns) : 

(a)  Perform  assistance  functions  for  the  defined  United  States 
Region. 

(b)  Provide  onsite  assistance  and  technical  guidance  in  areas  of  club 
management  and  operations. 

(c)  Organize  "desks"  to  provide  assistance  and  information  to  MACOM's 
or  group  of  MACOM's. 

(d)  Provide  advice  and  assistance  in  areas  of  menu  preparation  and 
construction,  and  the  preparation  of  standard  recipes  of  food  and  beverage 
operat ions. 

(e)  Review  and  assist,  as  required,  with  the  development  of  operating 
manuals. 

(f)  Provide  advice  and  assistance  on  financial  management  aspects  of 
Army  club  operations. 

(g)  Conduct  liaison  visits,  technical  and  management  assistance 
visits,  command  requested  assistance  visits,  visits  to  educational 
institutions,  and  formal  report  followup  evaluation  visits. 

(h)  Provide  assistance  to  other  NAFI's  engaged  in  food  and  beverage 
exclusive  of  post  exchanges  or  post  restaurants  within  capability  of 
current  resources  and  as  approved  by  TAGCEN. 

(3)  Three  (3)  NAF  civilian  spaces  to  perform  administrative  and 
clerical  support  functions  for  the  Chief,  United  States  Region  and 
assigned  personnel. 

3.  Headquarters,  Europe  Regional  Office. 

a.  Recommended  staffing  for  Alternative  II. 

ENL  NAF  CIV  TOTAL 

2 3 7 


OFF 

2 
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b. 


Just i f icat ion. 


(1)  One  (1)  officer  space  to: 

(a)  Perform  the  functions  of  Chief,  Europe  Region. 

(b)  Plan,  direct,  and  control  club  operations  within  Furope  in 
accordance  with  Directorate  policy  and  guidance. 

(c)  Supervise  the  personnel  assigned  to  the  regional  office. 

(d)  Fnsure  that  club  assistance  functions  are  performed  within  the 
prescribed  geographic  area. 

(e)  Assist  the  Director  with  general  guidance  on  club  operational 
problems  within  the  Europe  Region. 

(2)  One  (1)  officer  space  to: 

(a)  Perform  administrative  officer  functions  which  include  taking  or 
referring  action  on  certain  types  of  incoming  correspondence. 

(b)  Obtain  reports  or  statistics  as  directed. 

(c)  Advise  the  chief  of  the  region  on  all  personnel  and 
administrative  matters. 

(d)  Plan,  direct,  and  coordinate  the  activities  of  the  employees 
assigned  to  the  Headquarters,  authenticating  publications,  directives, 
form  letters,  and  other  documents  which  require  the  signature  of  an 
off icer . 

(e)  Have  non  judicial  punishment  jurisdiction  over  assigned  enlisted 
personne 1 . 

(3)  One  (1)  enlisted  space  to  perform  the  functions  of  a Club 
Management  NCO  which  include  conducting  periodic  reviews  of  the  Europe 
Region  for  such  matters  as  organization,  functions,  staffing,  workload, 
mission  accomplishment,  and  overall  effectiveness  and  responsiveness, 
particularly  as  they  apply  to  enlisted  clubs. 

(4)  One  (1)  enlisted  space  to: 

(a)  Perform  administrative  and  supply  functions  which  include 
maintaining  records  of  assigned  military  and  NAF  civilian  personnel. 
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(b)  Prepare  input  to  SIDPERS. 

(c)  Maintain  a reference  file  of  regulations,  circulars,  pamphlets, 
memoranda,  etc.. 

(d)  Prepare  and  maintain  personnel  suspense  data  cards. 

(e)  Requisition  and  pick  up  supplies  as  needed. 

(5)  Two  (2)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  to  the  Chief,  Europe  Region  and  other  Headquarters 
per sonne 1 . 

(6)  One  (1)  NAF  civilian  space  to: 

(a''  Perform  mail  and  distribution  functions  which  include  receiving, 
inspecting,  and  controlling  mail  to  include  certified  and  registered  mail 
and  messages. 

(b)  Determine  the  action  officer. 

(c)  Deliver  and  dispatch  mail. 

c . Operations  and  Analysis  Branch,  Europe  Region. 

(1)  Recommended  staffing  for  Alternative  II. 

OFF  NAF  CIV  TOTAL 

0 12  12 

(2 ) Just  if icat ion. 

(a)  One  (1)  NAF  civilian  space  to: 

Perform  the  functions  of  Branch  Chief. 

_2.  Plan  and  coordinate  the  workload  within  the  branch. 

_3.  Supervise  those  personnel  assigned  to  the  branch. 

Assist  the  Chief,  Europe  Region,  with  general  guidance  on  club 
operational  problems. 

(b)  Four  (4)  NAF  civilian  spaces  to: 


J 
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1.  Perform  financial  operations  functions  which  include  implementing 
Department  of  the  Army  policy  and  guidance  on  club  management,  as  well  as 
operat ions. 

2.  Recommend  regional  goals  and  objectives  and  implementing  proce- 
dures and  controls  necessary  to  ensure  attainment. 

_3.  Review  summaries  of  financial  reports,  operating  reports,  audit 
reports,  inspection  and  assistance  reports  to  determine  the  adequacy  of 
Department  of  the  Army  policy  guidance  and  procedures,  and  if  necessary, 
taking  remedial  action  and  conducting  marketing  surveys  in  Europe. 

(c)  Four  (4)  NAF  civilian  spaces  to: 

l_.  Perform  review  and  analysis  functions  which  include  implementing 
the  Army  club  information  system,  monitoring  key  management  indicators, 
and  submitting  reports  as  required. 

2.  Review  Army  club  capital  expenditure  budgets  to  ensure  that 
forecasting  profits  generate  sufficient  funds  for  projected  capital 
out  lays. 


_3.  Prepare  quarterly  review  and  analysis  to  be  submitted  to  the 
Director,  Army  Club  Management  Directorate  and  to  be  presented  to  commands 
in  Europe  as  requested. 

(d)  One  (1)  NAF  civilian  space  to: 

Perform  procurement  functions  which  include  developing  and 
administering  a uniform  procurement  system  within  the  Europe  Region. 

2.  Obtain  technical  and  legal  contractual  reviews. 

_3.  Resolve  protests,  disputes,  claims  and  similar  contractual 
actions. 

(e)  Two  (2)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support. 

d.  Training  and  Assistance  Branch,  Europe  Region. 

(1)  Recommended  staffing  for  Alternative  II. 

OFF  WO  ENL  NAF  CIV 

5 13  7 


TOTAL 

16 
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( 2 ) Just i f i cat  ion. 

(a)  Five  (5)  officer,  one  (1)  warrant  officer,  three  (3)  enlisted, 
and  five  (5)  NAF  civilian  spaces  to: 

Perform  training  and  assistance  functions  for  the  Europe  Region. 

2.  Provide  onsite  assistance/technical  guidance  in  areas  of  club 
management  and  operations  as  required. 

3.  Provide  advice  and  assistance  in  areas  of  menu  preparation  and 
const  ruction. 


4_.  Provide  advice  and  assistance  on  financial  management. 

Conduct  specialty  training  for  personnel  assigned  to  the  region. 

6.  Develop  training  programs  to  be  conducted  at  operational  and 
middle  management  levels. 

_7.  Determine  regional  club  MOS-related  training  needs  and  provide 
technical  advice  and  assistance. 

8^.  Provide  assistance  to  other  NAFI's  engaged  in  food  and  beverage 
exclusive  of  post  exchanges  and  post  restaurants  within  capability  of 
current  resources  and  as  approved  by  TAGCEN. 

(b)  Two  (2)  NAF  civilian  spaces  to  perform  administrative  and 
clerical  support  for  the  Training  and  Assistance  Branch. 

4.  Korea  Regional  Office. 

a.  Recommended  staffing  for  Alternative  II. 


NAF  CIV 


TOTAL 


b.  Justification. 


(1)  One  (1)  officer  space  to: 


(a)  Perform  the  functions  of  Chief,  Korea  Regional  Office. 

(b)  Plan,  direct,  and  control  operations  in  accordance  with 
Directorate  policy  and  guidance. 
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(c)  Supervise  the  personnel  assigned  to  the  regional  office. 

(d)  Ensure  that  club  assistance  functions  are  performed  within  the 
prescribed  geographic  area. 

(e)  Assist  the  Director  with  general  guidance  on  club  operational 
problems  within  the  Korea  Regional  Office. 

(2)  Two  (2)  officer,  one  (1)  warrant  officer,  two  (2)  enlisted,  and 
one  (1)  NAF  civilian  spaces  to: 

(a)  Perform  assistance  functions  for  the  defined  area. 

(b)  Inspect,  monitor,  and  provide  written  and  onsite  technical 
guidance  and  direction  to  all  Army  clubs  within  assigned  jurisdiction  of 
the  Korea  Regional  Office. 

(c)  Interpret  Army  club  policies,  procedures  and  practices. 

(d)  Provide  technical  training  and  management  assistance  to  Army 
clubs  within  the  Korea  Regional  Office. 

(e)  Maintain  continuous  contact  with  major  and  installation 
commanders  and  installation  club  managers  concerning  supervision,  control, 
and  operation  of  Army  clubs. 

(f)  Provide  assistance  to  other  NAFI's  engaged  in  food  and  beverage, 
exclusive  of  post  exchange  or  post  restaurants  within  capability  of 
current  resources  and  as  approved  by  TAGCEN. 

(g)  Two  (2)  NAF  civilian  spaces  to  perform  administrative  and 
clerical  support  for  the  Chief,  Korea  Regional  Office  and  assigned 
personnel. 
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APPENDIX  10-A 
STAFFING  JUSTIFICATION 
ALTERNATIVE  III 

DECENTRALIZED  COMMAND  CHANNEL  SYSTEM 


1 . Headquarters  Department  of  the  Army,  Club  Management  Directorate , 

TAGCEN . 

a.  Office  of  the  Director. 

(1)  Recommended  staffing  for  Alternative  III. 

OFF  ENL  NAF  CIV  TOTAL 

2 1 0 3 

(2)  Justification 

(a)  One  (1)  officer  space  to  function  as  Director  of  Club  Management, 
formulate  club  policy  and  act  on  recommendations  as  approved  by  the  DCSPER 
and  TAG. 

(b)  One  (1)  officer  space  to: 

_1_.  Serve  as  a Program  Coordinator  and  as  Chief  of  Plans  and 
Coordination  office  which  includes  exercising  authority  and  responsibility 
for  operational  functions  of  the  Directorate  activities. 

2_.  Assist  the  Director  in  formulating,  establishing,  and  coordinating 
policies,  regulations,  and  procedures  necessary  to  the  operation  and 
administration  of  the  Directorate. 

_3.  Coordinate  on  various  types  of  action  papers  prior  to  submission 
to  the  Director. 

4_.  Administer  the  CMD  equal  employment  opportunity,  race  relations, 
grievance,  civilian  and  military  awards  and  decorations,  safety  and 
management/labor  relations  programs. 

5_.  Perform  periodic  reviews  of  CMD  staff  elements  to  ensure  compliance 
with  established  procedures,  attainment  of  mission,  objectives  and  organi- 
zational efficiency. 
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6.  Establish  priorities  and  plan  the  work  effort  of  the  CMD  organi- 
zation and  establish  systems  and  procedures  applicable  to  the  operation  of 
the  Army  club  system. 

(c)  One  (1)  enlisted  space  to  conduct  periodic  review  of  Club  Manage- 
ment Directorate  for  such  matters  as  organization,  functions,  staffing, 
workload,  mission  accomplishment  and  overall  effectiveness  and  responsive- 
ness, particularly  as  they  apply  to  enlisted  clubs  and  represent  the 
Directorate  on  all  enlisted  matters. 

b.  Plans  and  Coordination  Office. 

(1)  Recommended  staffing  for  Alternative  III. 

OFF  ENL  NAF  CIV  TOTAL 

0 15  6 

( 2 ) Justification. 

(a)  Two  (2)  civilian  spaces  to: 

1.  Plan  and  develop  programs  to  ensure  timely  development  of  CMD 
organization  consistent  with  evolution  of  the  Army  club  system. 

2^.  Determine  Directorate's  long  and  short  range  objectives. 

3^.  Manage,  coordinate  and  conduct  studies,  projects,  and  programs. 

4_.  Formulate  policies  for  operation  of  the  Directorate  organization. 

Ensure  cohesiveness  and  coordination  of  Directorate  efforts. 

6^.  Supervise  administrative  services. 

(b)  One  (1)  civilian  space  administers  the  club  management  informa- 
tion program,  publishes  the  Army  Host,  maintains  continual  contact  with 
representatives  of  hospitality  industry  and  educational  institutions  in 
order  to  remain  knowledgeable  on  technological  advances  and  improvements. 

(c)  One  (1)  enlisted  space  to  maintain  records  of  assigned  military 
personnel;  maintain  a reference  file  of  regulations,  circulars,  pamphlets, 
memoranda,  etc.,  maintain  reports  control  register  and  requisition  and/or 
pick  up  supplies  as  required. 
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(d)  Two  (2)  NAF  civilian  spaces  to  provide  administrative  and  cleri- 
cal support  for  the  Director  and  the  plans  and  coordination  office. 


c.  Policy  and  Financial  Management  Division. 


(1) 

Recommended 

staffing 

for  Alternative 

III. 

- 

OFF 

ENL 

NAF  CIV 

TOTAL 

2 

0 

14 

16 

* 

(2) 

Justification. 

(a) 

One  (1)  officer  space 

to : 

J_.  Function  as  Chief,  P&FM. 

2.  Plan  and  coordinate  the  workload  within  the  division. 

2«  Supervise  approximately  15  personnel. 

h_.  Assist  the  Director  by  developing  general  guidance  for  club 
operational  problems. 

( b)  Four  (4)  civilian  spaces  to: 

_1_.  Develop  and  recommend  policy  and  procedures  to  supplement  or 
revise  Army  Regulations  210-65  and  230-60. 

2_.  Develop  and  recommend  policy  and  procedures  or  revise  Army 
regulations  concerning  internal  control  financial  management,  funding, 
logistical  and  service  support  for  Army  clubs,  for  which  other  staff 
elements  have  DA  proponency. 

2-  Interpret  Army  policy,  procedures  and  practices  concerning  Army 
clubs  and  responds  to  inquiries  from  all  sources  within  the  Department  of 
the  Army,  other  governmental  agencies,  the  news  media,  industry  and 
private  citizens. 

2-  Determine  Army  club  system  requirements  for  control  and  manage- 
ment accounting  systems;  monitors  the  operation  of  these  systems, 

2*  Review  and  approve  nonappropriated  fund  club  construction  pro- 
jects in  excess  of  MACOM  approval  authority.  Review  and  recommend 
approval  of  partial  or  fully  funded  projects,  using  appropriated  funds. 
These  reviews  include  International  Balance  of  Payments  (IBOP)  require- 
ments for  overseas  MACOM' s. 
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6.  Presents  club  requirements  for  construction  and  renovation  funded 
by  OMA  funds. 


_7.  Recommends  approval  or  disapproval  of  requests  for  the  establish- 
ment and  dissolution  of  Array  clubs. 

J3.  Recommends  approval  or  disapproval  of  donations  to  Army  clubs 
exceeding  $1,000. 

(c)  One  (1)  officer  space  and  three  (3)  civilian  spaces  to: 

J_.  Provide  management  of  the  Army  Club  Fund  loan  and  assessment 
program. 

2^.  Prepare,  submit  for  approval,  maintain  and  adjust  the  CMD,  OMA  and 
NAF  budgets. 

(d)  Two  (2)  civilian  spaces  to  administer  the  club  commercial  audit 
program  and  perform  liaison  with  AAA  concerning  Array  club  policy  and  the 
AAA  club  audit  program. 

(e)  Two  (2)  civilian  spaces  to: 

_1_.  Collect  and  summarize  data  received  for  MACOM  for  input  to  the 
HQDA  quarterly  review  of  Army  club  operations  and  Annual  Worldwide  summary. 

2^.  Develop  and  disseminate  a HQDA  quarterly  review  and  analyze  infor- 
mation to  TAG,  DCS  PER  and  MACOM' s. 

Prepare  special  analysis  of  club  financial  operations  as  required. 

j4.  Administer  CMD's  functional  segment  of  the  TAGCEN  MIS. 

(f)  Three  (3)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  for  the  Division  Chief  and  division  personnel. 

d . Training  and  Assistance  Division. 

(1)  Recommended  staffing  for  Alternative  III. 

OFF  ENL  NAF  CIV  TOTAL 

3 1 8 12 
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(2 ) Justification 


(a)  One  (1)  officer  space: 

J_.  Perforin  the  functions  of  Division  Chief. 

2.  Plan  and  coordinate  the  workload  of  the  Division. 

(b)  One  (1)  officer  and  four  (4)  civilian  spaces  to: 

1.  Maintain  a training  and  experience  profile  for  military  and 
civilian  personnel  assigned  to  the  Army  club  system. 

2.  Determine  the  DA  training  requirements  for  military  and  civilian 
club  managers. 

3.  Provide  HQ  TRADOC  technical  information  and  advice  concerning 
standards  required  to  upgrade  the  MOS  producing  Club  Management  Course. 

4^  Develop  training  materials  for  all  levels  of  installation  club 
management,  service  and  skill-level  personnel. 

5^.  Direct,  assist  and  monitor  the  conduct  of  in-house  training 
programs  for  each  MACOM. 

Produce  Army  club  training  films. 

1_.  Establish  and  maintain  a reference  book  and  training  film  library. 

(c)  One  (1)  officer  space  to  prepare  continuing  mrrket  analyses  for 
use  by  all  elements  of  the  Army  club  system  and  develf ^ operating 
procedures  for  use  by  Army  clubs. 

(d)  One  (1)  officer,  one  (1)  enlisted  and  one  (1)  civilian  space  to: 

1.  Monitor  the  requirements,  authorizations,  and  staffing  of  command 
and  control  supervisory  management  positions  for  Army  clubs. 

2.  Review  and  recommend  approval  of  individual  applications  for  the 
enlisted  club  management  specialty  MOS  00J50,  request  CID  background 
investigations  for  all  applicants  and  administer  the  results  of  such 
investigations. 
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2.*  Review  and  recommend  changes  to  military  and  civilian  staffing 
guides  for  club  management  positions. 

4^.  Assist  in  the  development  of  civilian  club  management  career 
prog  rams . 

(e)  Three  (3)  NAF  civilian  spaces  to  provide  administrative  and 
clerical  support  for  the  Training  and  Assistance  Division. 

2.  Headquarters  MACOM's. 

a.  MACOM's  with  one  club  system  and  one  or  more  club  facilities. 
(1)  Recommended  staffing  for  Alternative  III: 


NAF  CIV 


TOTAL 


RCPAC 


Okinawa 


Taiwan 


USARJ 


(2)  Justification.  MACOM's  with  more  than  one  facility  were 
authorized  a minimum  of  one  space  for  staff  functions  and  one  space  for 
assistance  functions. 

b.  MACOM's  with  more  than  one  club  system  based  in  CONUS  and  less 
than  10  club  facilities. 
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(1)  Recommended  staffing  for  Alternative  III, 


OFF 


WO 


I NSCOM 

MTMC 

HSC 

DLA 

MDW 

US  ACC 


EN'L 

1 

1 


NAF  CIV 
2 
2 

4 

5 
4 
4 


1 


21 


TOTAL 

3 

3 

5 

5 

6 

_ L_ 

27 


(2)  Justification.  MACOM's  with  more  than  one  club  system  were 
authorized  a minimum  of  one  space  for  staff  functions  and  two  spaces  for 
technical  training  and  management  assistance  functions. 

c . DARCOM 


Recommended  staffing  for  Alternative  III. 

OFF  WO 


Staff  functions 

Assistance 

Admin/clerical 

d . TRADOC 


1 

1 

_0 

2 


0 

I 

_0_ 

1 


ENL 

0 

0 

_0 

0 


NAF  CIV 
5 
3 
2 

10 


TOTAL 

6 

5 

2 

13 


Recommended  staffing  for  Alternative  III. 

OFF  WO 


Staff  functions 

Assistance 

Admin/clerical 


1 

2 

_0^ 

3 


0 

1 

0 

1 


ENL 

1 

1 

0 

2 


NAF  CIV 
8 
4 
3 

15 


TOTAL 

10 

8 

3 


21 
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e . FORSCOM 


r 


Recommended  staffing  for  Alternative  III. 


OFF  WO  ENL  NAF  CIV  TOTAL 


— 

— 

— 

Staff  function 

i 

0 

1 

13 

15 

Assistance 

2 

2 

1 

6 

11 

Admin/clerical 

0 

0 

0 

5 

5 

3 

2 

2 

24" 

31 

f . U.S.  Eighth  Army 

Recommended  staffing 

for 

Alternative 

III. 

OFF 

WO 

ENL 

NAF  CIV 

TOTAL 

Staff  function 

1 

0 

1 

14 

16 

Assistance 

2 

1 

1 

2 

6 

Admin/clerical 

0 

0 

0 

5 

5 

3 

1 

2 

21 

27 

g.  USAREUR 

Recommended  staffing 

for 

Alternative 

III. 

OFF 

wo 

ENL 

NAF  CIV 

TOTAL 

Staff  function 

3 

0 

1 

14 

18 

Assistance 

3 

1 

2 

4 

10 

Admin/ clerical 

0 

0 

0 

5 

5 

6 

1 

3 

23 

33 

APPENDIX  1 1 -A 

CENTRALIZED  ARMY  COMMISSARY  AND  CLUB  SYSTEM 


1.  General. 


a.  The  purpose  of  this  analysis  is  to  determine  the  feasibility  of 
centralized  management  of  the  Army  club  system  by  the  US  Army  Troop 
Support  Agency  should  it  be  determined  that  clubs  would  be  best  managed 
under  a vertical  concept. 

b.  This  study  group  visited  Headquarters,  Troop  Support  Agency  on 
10  May  1977.  Purpose  of  this  visit  was  to  obtain  knowledge  of  the  TSA 
organization,  and  problems  the  agency  has  encountered  in  development  and 
execution  of  centralized  management  and  operation  of  commissaries.  At 
the  time  of  the  visit,  management  of  Army  clubs  by  TSA  was  not  under 
consideration  as  an  alternative  in  the  Club  Management  Study  1977.  The 
assumption  of  centralized  management  of  Army  clubs  by  TSA  fell  out  as  a 
possibility  as  a result  of  information  garnered  during  the  visit. 

2.  Assumptions ♦ 


a.  Appropriated  fund  support  for  the  Army  club  system  will  be 
withdrawn  or  significantly  curtailed  not  later  than  October  1980. 

b.  Club  appropriated  fund  civilians  will  continue  to  be  utilized 
until  terminated  based  on  (1)  decision  regarding  conversion  to  NAF,  or 
(2)  withdrawal  of  appropriated  fund  support. 

c.  Clubs  will  be  managed  under  the  existing  and/or  modified  organi- 
zational structure  pending  assumption  of  centralized  management  by  TSA. 

d.  Appropriated  funds  will  pay  all  severance  costs  of  civil  service 
personnel . 

e.  Civil  service  personnel  will  be  offered  functional  transfers  as 
NAF  employees  to  TSA. 

t.  Clubs  will  operate  in  a nonappropriated  fund  mode  generating 
sufficient  funas  for  improvement  and/or  construction  of  new  facilities. 

g.  TSA  will  distribute  a part  of  Class  VI  profits  of  the  Army  club 
system  to  the  Army  Central  Welfare  Fund  for  redistribution  to  Army 
installations. 

h.  Appropriated  fund  support  for  a cadre  of  military  personnel  will 
be  authorized  on  either  a nonreimbursable  or  reimbursable  basis. 
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1.  Conceal  ot  Operation. 

a.  ISA  would  assume  centralized  management  ot  clubs  based  on  the 
tol lowing  concepts  ot  operations. 

(1)  HijUA  general  staff  responsibility  tor  club  management  would  be 
transterreu  trom  DCSPEK  to  DCSLOG.  TSA,  under  the  general  staff 
supervision  ot  the  DCSLOG,  would  develop  and  promulgate  policies  and 
procedures  for  the  centralized  management  of  the  Army  club  system. 

(2)  Clubs  would  be  operated  as  a vertical  organization  using  TSA 
current  commissary  organizational  structure,  modified  as  appropriate  to 
accommouate  clubs. 

(1)  Military  cadre  at  the  lleadquar  ters , TSA  and  regional  offices 
would  be  authorized  for  supervision  of  the  Army  club  system. 

(4)  individual  clubs  would  be  operated  as  a nonappropriated  fund 
activity  with  hAl  civilian  managers  paid  from  club  funds. 

(5)  A management  information  and  accounting  system  for  clubs  would  be 
developed  and  installed. 

(t>)  The  club  management  course,  currently  located  at  Fort  benjamin 
Harrison,  would  be  relocated  to  Fort  Lee,  Virginia. 

(7)  A .NAF  civilian  career  program  (similar  to  that  currently  used  by 
AAFtS)  would  be  developed  and  installed  for  club  managerial  personnel. 

TSA  would  assume  career  manager  responsibility  for  a NAF  civilian  career 
program . 

(b)  Minor  installation  support  would  continue  to  be  provided  to  clubs, 
e.g.,  security,  communications,  etc. 

b.  Centralized  management  of  clubs  would  be  accomplished  in  phases 
based  on  a detailed  plan.  A TAGCEN  and  TSA  task  force  would  be 
established  to  develop  this  plan. 

4.  background . 

a.  by  Program/ budget  Decision  282,  the  Secretary  of  Defense  directed 
a study  be  conducted  to  determine  ways  to  improve  the  efficiency,  organi- 
zation and  operating  structure  of  military  commissary  stores.  Responsi- 
bility tor  direction  of  the  study  was  assigned  to  the  Assistant  Secretary 

ot  Defense,  Manpower  and  Reserve  Affairs  (M&RA).  The  study  was  conducted 

by  an  USD  study  group  appointed  in  accordance  with  the  terms  of  reference 
outlined  in  a memorandum  issued  by  ASD,  MbKA. 
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b.  In  its  report  "Study  of  Military  Commissary  Stores,"  Volumes  I and 
II,  dated  May  1975,  the  study  group  evaluated  the  following  alternatives 
for  the  management  of  services  commissary  stores. 

(1)  Alternative  1 — Centralized  Separate  Service  Systems. 

(2)  Alternative  2 — Merger  of  Commissaries/ Exchanges. 

(3)  Alternative  3 — Joint  Service  Commissary  System. 

(4)  Alternative  4 — Government  Owned,  Contractor  Operated. 

Tile  study  group  recommended  adoption  of  Alternative  1.  Additionally,  the 
study  group  recommended  that  "after  the  services  have  separately  adopted 
centralized  management  and  have  been  operational  for  a sufficient  period 
of  time  to  evaluate  customer  losses  and  operational  costs,  the  services 
should  assess  whether  consolidation  into  a joint-service  commissary  system 
would  be  cost  advantageous  to  the  customers.  Such  assessment  should  also 
focus  on  the  desirability  of  lessor  consolidation  such  as  an  Army/Air 
force  commissary  system." 

c.  On  3 July  1975,  OSD  directed  the  Army  to  centralized  management  of 
Army  commissaries.  Accordingly,  a plan  was  developed  and  implementing 
instructions  issued  on  10  October  1975. 

5.  Centralized  Management  of  Army  Commissaries. 

a.  The  US  Army  Troop  Support  Agency  (TSA),  under  the  HQDA  general 
staff  supervision  of  the  Deputy  Chief  of  Staff  for  Logistics  (DCSLOG),  is 
assigned  responsibility  for  the  management  and  operation  of  commissaries 
Army-wide.  TSA  assumed  centralized  management  of  Army  commissaries  in 
1976.  Tlie  responsibility  for  command  and  operational  control  of 
commissaries  Army-wide  was  transferred  from  MACOM's  and  installation 
commanders  to  TSA. 

b.  In  addition  to  its  commissary  function,  TSA  is  assigned  the 
mission  for  other  troop  support  functions  as  shown  in  figure  1.  They 
include  the  Army  food  program  (including  dining  facilities  for  military 
personnel);  troop  issue  subsistence;  clothing  sales  and  issues;  and 
laundry  and  dry  cleaning  activities.  The  operation  of  activities  involved 
in  these  functions  (excluding  commissaries)  is  currently  decentralized  to 
MACUM's  and  installation  commanders. 

c.  At  the  headquarters  level,  TSA  is  organized  as  shown  in  figure  2. 
The  Deputy  Commander  for  Commissary  Operations  assists  the  Commander  in 
tlie  execution  of  his  functions  and  reponsibilities  in  all  matters 
pertaining  to  the  centralized  management  of  Army  commissaries.  The 
Directorate  of  Commissary  Operations  (figure  3)  serves  "as  the  principal 
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T$A  staff  element  to  initiate  and  develop  criteria  to  centrally  manage  the 
estabL  ishment , requirements,  general  quality,  and  operational  character- 
istics of  commissary  stores  and  issue  commissaries;  to  provide  staff 
management  and  technical  assistance  on  all  phases  of  commissary  resale  and 
troop  issue  operations;  and  to  centrally  manage  and  control  the  system  for 
providing  supermar ke t-type  items  for  sale  to  specified  patrons  at  the 
lowest  practicable  price,  with  recoupment  of  all  operating  costs  that  may 
be  assessed  by  law  for  providing  such  authorized  services  and  for  the 
operation  of  such  commissary  facilities." 

d.  The  TSA  field  organization  for  Army  commissaries  is  as  shown  in 
figure  4.  Five  regional  offices  have  been  established  and  assigned 
responsibility  for  the  operation  and  control  of  Army  commissaries  within 
their  respective  geographical  areas. 

e.  As  of  30  June  1977,  the  Army  commissary  system  included  141 
commissary  stores  and  37  annexes.  Annual  sales  for  FY  76  exceeded  one 
billion  dollars  ($1,028,925,076). 

f.  Commissaries  are  currently  operated  in  an  appropriated  funded  mode 
with  only  direct  cost  reimbursable  as  defined  in  the  applicable  section  of 
the  annual  DOD  Appropriation  Act.  These  reimbursable  direct  costs  include 
(1)  supplies  and  equipment,  (2)  maintenance  of  equipment,  (3)  utilities 
within  the  United  States,  excluding  Alaska,  and  (4)  actual  or  estimated 
costs  of  shrinkage,  spoilage,  and  pilferage  of  merchandise  under  control 
of  commissary  stores. 

g.  Reimbursable  funds  are  used  to  finance  direct  cost  enumerated 
above,  which  by  law,  must  be  borne  by  monies  collected  from  resale 
commissary  patrons  (surcharge  collections).  The  surcharge,  Trust 
Revolving  Fund  Account  (TRFA),  is  also  used  to  finance  the  construction  of 
commissaries  within  the  United  States.  MCA  funds  are  authorized  for 
construction  of  commissaries  outside  the  United  States. 

h.  All  commissary  civilian  employees,  both  managerial  and  opera- 
tional, are  civil  service  (DAC).  A civilian  career  management  program 
and  an  intern  program  have  been  developed  and  implemented. 

i.  A management  information  system  for  Army  commissaries,  with 
applications  for  logistics  management  and  financial  management  has  been 
developed.  The  ASAC  360E  plus  an  inventory  control  system  will  be 
installed  in  four  CONUS  regions.  The  enhanced  ASAC  360  plus  system  has 
been  installed  in  all  of  the  commissary  stores  in  Europe.  An  IBM  360-40 
computer  with  peripheral  equipment  was  installed  in  Zweibruecken  during 
April  1977. 
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j.  Commissary  store  and  troop  issue  are  separate  operations.  The 
troop  issue  function  is  decentralized  to  MACOM's  and  installation 
commanders. 

b.  Discussion/Analysis. 

a.  TSA  has  a worldwide  organization  and  management  structure  which 
would  facilitate  its  assumption  of  the  club  function.  The  addition  of  a 
Directorate  of  Club  Operations  to  the  TSA  headquarters  staff  and  club 
management  personnel  at  regional  offices  could  provide  TSA  the  necessary 
expertise  to  assume  administrative  functions  involved  in  club  operations. 
However,  they  would  have  to  be  augmented  to  obtain  the  necessary  club 
technical  expertise  for  operation  of  the  Army  club  system. 

b.  Clubs  and  commissaries  are  service  oriented.  Commissaries  operate 
in  an  appropriated  fund  mode,  and  are  available  for  use  by  all  active  and 
retired  military  personnel,  dependents  of  active  and  retired  military  per- 
sonnel, and  other  authorized  patrons.  Clubs  operate  in  a nonappropr iated 
fund  mode  as  membership  organizations  and  must  be  largely  self-sustaining, 
both  clubs  and  commissaries  represent  commercial  style  management  and 
operations  in  a military  environment. 

c.  Clubs  are  now  an  integral  part  of  the  Army's  Welfare,  Morale  and 
Recreation  program  (MWR).  The  Adjutant  General,  under  the  general  staff 
supervision  of  the  DCSPER,  currently  exercises  DA  staff  supervision  and 
control  of  MWR  activities.  Commissaries  are  considered  logistical 
activities  and  are  managed  and  operated  by  TSA  under  the  general  staff 
supervision  of  the  DCSLOG.  Because  this  organizational  concept  would 
require  the  same  supervision  and  control  of  clubs  now  provided  commis- 
saries, the  reassignment  of  the  club  management  function  from  DCSPER  to 
DCSLOG  would  be  required  if  TSA  were  to  manage  and  operate  clubs.  Such 
functional  reassignment  would;  however,  eliminate  HQDA  single  MWR  program 
manager  through  diffusion  of  responsibility  and  to  that  extent  cause 
organizational  fragmentation. 

d.  In  recent  years,  there  has  been  significant  concern  in  the 
Congress  regarding  appropriated  fund  support  for  MWR  programs.  This 
concern  has  been  reflected  in  Congressional  recommendations  which  would 
significantly  reduce  and/or  eliminate  appropriated  fund  support  for  MsIR 
programs.  This  is  substantiated  by  the  recent  recommendation  of  the 
Senate  Appropriations  Committee  to  replace  the  14,000  military  personnel 
engaged  in  supervision  and  operation  of  the  Armed  Services  MWR  programs 
with  civilians.  Such  Congressional  recommendations,  if  approved  by  the 
Congress,  coupled  with  other  actions  being  considered  by  DOD  and  DA,  could 
be  the  eventual  replacement  of  the  majority  of  military  club  management 
personnel  (current  strength — 919)  with  NAF  civilians. 
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e.  Commissaries,  because  of  the  nature  of  their  operations,  are 
being  continually  scrutinized  by  Congress,  OMb,  UOLi,  and  private  interest 
groups.  Commissaries,  as  well  as  clubs,  are  subjected  to  pressures  which 
could  result  in  a significant  reduction  and/or  elimination  of  their 

current  level  of  appropriated  fund  support.  This  is  evidenced  by  the  I 

FY  77  buaget  submitted  to  Congress  by  the  President  which  proposed  the 

elimination  of  appropriated  fund  support  for  commissaries  over  a J-year 

period  beginning  in  FY  77.  However,  the  Congress,  in  its  actions  on  the 

FY  77  LHJD  Appropriations  Act,  restored  full  appropriated  funding  tor 

commissaries.  Adding  responsibility  for  club  operations  to  TSA  could 

increase  the  risk  of  reduction  and/or  elimination  of  appropriated  fund 

support  for  commissaries. 

f.  TSA  is  fully  involved  in  centrally  managing  commissaries . It  is 
also  assigned  supervisory  responsibility  for  other  troop  support  I unctions 
(i.e.,  launaries,  clothing  sales  stores,  dining  facilities,  etc.).  Adding 
responsibility  for  club  operations  could  cause  contusion  as  to  the 
combined  organization's  mission  and  could  result  in  clubs  being  placed  in 
a secondary  position  with  respect  to  the  primary  mission  of  the  command. 

g.  The  assumption  of  the  club  management  function  by  TSA  could  result  ! 

in  some  personnel  savings.  However,  such  savings  are  not  considered  to  be 

substantial.  Headquarters,  TSA  and  regional  offices  would  require  augu-  < 

mentation  to  obtain  the  necessary  club  management  technical  expertise. 

Acid  itionally , economies  could  be  achieved  through  the  use  of  the  TSA  AI)F 
system,  modified  as  appropriate;  centralized  procurement;  technical 
training  and  management  assistance,  and  facility  layout  and  design.  The 
quantification  of  economies  would  require  detailed  study.  There  would  be 
development  costs  and  implementing  costs  for  a club  management  information 
system.  Severance  pay  for  UAC's;  relocation  costs  of  the  club  management 
course  to  fort  Lee;  relocation  costs  of  military  and  civilian  personnel 
would  be  paid  with  appropriated  funds.  indirect  support  now  being 
provided  the  Army  club  system  from  appropriated  fund  resources  would 
probably  cease. 

h.  Centralization  of  club  accounting  and  NAF  civilian  personnel 
functions  unuer  TSA  would  impact  adversely  on  the  viability  of  NAK  CAo  and 
CPU  lunc.tions  at  the  installation  level  because  clubs  are  the  principal 
users  and  pay  the  majority  of  their  NAF  operating  costs.  Notwithstanding 
the  above,  the  study  group  considers  the  centralization  of  these  functions 
under  any  organizational  mode  to  be  paramount  to  the  efficient  operation 
of  Army  clubs. 

i.  ISA's  assumption  of  centralized  management  of  clubs  would  require 
TSA  to  operate  in  both  an  appropriated  and  nonappropr iated  fund  mode.  A 
NAt  civilian  career  program  tor  club  managerial  personnel,  similar  to  that 
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currently  used  by  AAFFS,  would 'also  be  required.  The  centralized  manage- 
ment of  the  NAF  civilian  personnel  function  would  require  augmentation  of 
the  Headquarters,  TSA  staff. 

j.  The  assumption  of  the  centralized  club  function  by  TSA  would 
transfer  operational  control  for  clubs  from  installation  commanders  to 
TSA.  This  action  could  result  in  a reduction  in  indirect  support  for 
clubs  that  is  currently  being  provided  by  installation  commanders  because 
of  their  parochial  interests. 

k.  The  possibility  of  further  consolidation  of  the  service 
commissaries  into  an  Army/ Air  Force  commissary  system  and/or  DOD 
commissary  system  must  also  be  recognized.  It  is  expected  that  DOD  will 
review  Army  and  Air  Force  commissary  centralized  management  system  during 
FY  7b.  The  results  of  this  review  could  lead  to  further  organizational 
changes  for  Army  commissaries.  These  conditions  tend  to  mitigate  against 
TbA's  assumption  of  the  club  function  in  the  short,  mid  and  long  range. 

i.  Integration  of  management  of  the  Army  club  system  has  been  in 
constant  evolution  since  1971  and  is  ongoing.  The  centralized  management 
of  clubs  could  be  accomplished  under  the  current  organization  structure 
with  minimum  modifications  thereto.  Assumption  of  operational  control  for 
the  Army  club  system  by  TSA  would  be  disruptive  to  the  TSA  organization. 
Considering  all  factors,  the  study  group  sees  no  overall  significant 
advantage  to  TSA  being  assigned  responsibility  for  central  management  of 
the  Army  club  system. 

7 . Advantages  and  Disadvantages. 

a . Advantages . 

(1)  Would  provide  a unified  command  for  club  management. 

(2)  Would  achieve  standardization  and  uniformity  in  policies  and 
procedures . 

(i)  Could  result  in  increased  economies  in  administration,  data 
systems,  accounting,  facilities  designing  and  layout,  procurement,  etc. 

(A)  Would  provide  MACOM  and  installation  commanders  additional  time 
for  conduct  of  other  mission  functions. 

(5)  Would  provide  some  improvement  in  the  professional  development  of 
military  club  managers,  i.e.,  officers,  warrant  officers,  and  noncommis- 
sioned officers. 

(6)  Would  increase  management's  capability  and  responsiveness  in 
decisionmaking  and  problem  solving. 
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(7)  Would  provide  increased  opportunities  tor  NAF  civilian  personnel. 

(.8)  Would  reduce  organizational  t ragmen  Cation  within  the  Army  Club 
>tanagemen  t structure. 

(9)  Could  provide  greater  t legibility  in  tlie  management  of  NAF 
civilian  personnel. 

(iti)  Clubs  could  belief  it  troia  the  food  service  expertise  of 
Headquarters,  IbA. 

b . Disadvantages . 

(11  Could  precipitate  reduction  in  appropriated  fund  resources  now 
required  for  the  operation  of  the  Army  club  system  to  include  military 
personnel . 

(2)  Would  create  organizational  turbulence. 

(!)  Would  eliminate  lltjbA  single  MWK  program  manager  through  diffusion 
of  responsibility  and  would  therefore  cause  organizational  fragmentation. 

(4)  Would  initially  break  the  continuity  of  club  operations  and 
programs . 

(b)  Could  result  in  high  initial  establishment  costs. 

(b)  Could  impact  adversely  on  the  continuance  of  appropriated  fund 
support  for  commissary  operations  if  clubs  and  commissaries  are  merged. 
This  could  result  in  commissaries  being  given  a lower  priority  for 
appropriated  fund  support. 

(71  Would  impact  adversely  on  other  morale,  welfare,  and  recreation 
activities  and  functions. 

(8)  Would  result  in  initial  personnel  turbulence. 

(9)  Could  encounter  resistance  from  installation  and  major  commanders 
concerning  their  loss  of  supervision  and  operational  control  over  clubs. 

(10)  Could  result  in  adverse  reactions  from  club  membership 
concerning  loss  of  "their  club.” 

(11)  Could  require  major  revisions  in  current  (or  planned)  accounting 
and  management  information  systems  or  the  development  of  new  systems  for 
clubs. 
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<1-1  i.iuii:  result  in  .1  loss  ol  experienced  civilian  club  inaiMi't-men t 
pe  r soiiiu- 1 . 

(1  1)  ' .mid  r.  sal t in  increased  visibility  by  Congress  and  private 

interest  . roups  ol  club  .uul  commissary  operations. 

1 1 -* ) would  provoke  (iroblems  in  tiie  establishment  of  a viable  incen- 
tive ana  career  management  program  for  NAF  civilians  since  it  would 
require  exceptions  to  current  Army  regulations. 

(IS)  Could  result  in  clubs  being  placed  in  a secondary  position  with 
respect  to  the  primary  missions  of  TSA. 

(ib)  Could  encounter  problems  (violation  of  intent — use  military 
personnel  in  hard  programs)  in  the  use  of  military  personnel  on  a reim- 
bursable basis  it  all  appropriated  funds  for  clubs  are  eliminated.  If 
military  personnel  were  continued  to  be  used  in  club  operations,  even  on 
a reimbursable  basis,  this  could  be  interpreted  as  a violation  of 
Congressional  intent. 

b.  Conclusion.  The  assignment  of  operational  control  of  the  Army  club 
system  to  headquarters,  TSA  is  not  considered  a viable  alternative  for  the 
short  and  mid  range  management  of  Army  clubs,  in  view  of  the  uncertainty 
regarding  TSA ' s continued  operations  of  commissaries.  It  could  be  a 
viable  alternative  in  the  long  range. 

9.  Keconimendation.  That  the  central  management  of  Army  clubs  by  TSA  not 
be  considered  as  a viable  option  at  this  time. 
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US  ARMY  TROOP  SUPPORT  AGENCY 


MISSION 


The  irissi.cn  of  the  US  Amy  Tro.  p Support  Agency  is  to  assist: 
the  PCSLOC , FOl'A,  in  the  execution  of  hie  general  staff  responsibilities 
for  development , supervision,  and  operation  ci  troop  support  functions 
for  Active  Army,  US  Aray  Reserve,  and  the  National  Guard.  These  troop 
support,  functions  consist  of  (1)  Amy  food  Program  activities  including 
dining  facilities  for  Military  personnel  (except  hospital  and  nonap pro- 
priafed  fund),  troop  issue  subsistence,  and  resale  commissary  stores; 
and  (2)  clothing  sales  and  issues.  Central  Issue  Facilities  (GIF),  and 
laundry  and  dry  cleaning  activities.  Specifically,  TSA: 
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c.  Provides  interface  vJ th  other  activities  and  agor.c concerned 
vl th  doctrine,  education,  and  training,  related  to  troop  support  function 
idfut j f it  d in  1 above. 
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APPENDIX  il-B 


MERGER  OF  THE  ARMY  AND  AIR  FORCE  CLUB  SYSTEMS 


1.  General. 


a.  The  purpose  of  this  analysis  is  to  determine  the  feasibility  of  a 
merger  of  Army  clubs  with  Air  Force  open  messes  and  establish  an  Army  and 
Air  Force  Club  Command  as  an  alternative  for  the  worldwide  management  of 
the  Army  club  system. 

b.  Tht  chairman  of  the  study  group  visited  the  Air  Force  Military 
Personnel  Center,  Randolph  Air  Force  Base,  Texas,  during  the  period 
27-30  June  1977.  Purpose  of  the  visit  was  to  obtain  a knowledge  of  the 
Air  Force  organization  and  its  management  and  operation  of  open  messes. 
The  visit  was  also  conducted  to  determine  the  feasibility  of  a merger  of 
Army  clubs  with  Air  Force  open  messes  into  an  Army  and  Air  Force  Club 
Command . 


c.  The  concept  of  merging  Army  clubs  and  Air  Force  open  messes  was 
considered  as  a possible  management  alternative  for  operation  of  clubs  and 
open  messes.  During  a briefing  on  Army  club  management  presented  by  the 
Director,  CMD,  TAGCEN,  on  6 June  1977,  a Senior  Congressional  Staffer, 
House  Armed  Services  Committee,  asked  if  the  Army  and  Air  Force  had 
considered  a merger  of  Army  clubs  and  Air  Force  open  nesses.  He  was 
informed  that  the  Army  was  currently  conducting  a study  which  would 
address  several  options  for  the  future  management  of  the  Army  club  system. 
During  the  briefing,  it  was  also  indicated  that  the  House  Armed  Services 
Committee  would  be  conducting  hearings  on  nonappropr iated  fund  activities 
later  this  year  which  will  include  club  and  open  mess  operations  of  the 
various  services. 

2.  Assumptions . 

a.  Appropriated  fund  support,  to  include  military  and  civilian 
personnel,  will  be  withdrawn  or  significantly  curtailed  not  later  than 
October  1980. 

b.  Army  and  Air  Force  appropriated  fund  civilians  will  continue  to  be 
utilized  until  terminated  based  on  (1)  decision  regarding  conversion  to 
NAF,  or;  (2)  withdrawal  of  appropriated  fund  support. 

c.  Clubs  will  be  managed  under  existing  and/or  modified 
organizational  structure  until  decision  is  made  to  merge  with  the  Air 
Force  into  an  Army  and  Air  Force  Club  Command. 

d.  Should  the  decision  be  made  to  merge  with  the  Air  Force  into  an 
Army  and  Air  Force  Club  Command: 


(1)  Assets  of  the  Army  club  system  and  the  Air  Force  open  mess  system 
Jill  be  transferred  to  the  Army  and  Air  Force  Club  Command. 
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(2)  Appropriated  funds  will  pay  all  severance  costs  of  civil  service 
personae l . 


(3)  Civil  service  personnel  will  be  offered  functional  transfers  as 
NAF  employees  to  the  Army  and  Air  Force  Club  Command. 

(4)  Clubs  and  open  messes  will  generate  sufficient  funds  for 
improvement  and/or  construction  of  new  facilities. 

(5)  The  Army  and  Air  Force  Club  Command  will  distribute  a part  of 
Class  VI  profits  to  the  Army  and  Air  Force  Central  Welfare  Funds  for 
redistribution  to  Army  and  Air  Force  installations  (formula  to  be 
establ  ished) . 

e.  Appropriated  fund  support  for  a cadre  of  military  personnel  will 
be  authorized  on  either  a non-re imbursable  or  reimbursable  basis. 

f.  Commander  of  the  club  command  will  be  a general  officer. 
Assignment  would  rotate  between  the  Army  and  Air  Force. 

3.  Concept  of  Operation. 


a.  The  Army  and  Air  Force  Club  Command  would  be  established  based  on 
the  following  concepts  of  operations: 

(1)  Policy  guidance  would  be  developed  and  promulgated  as 
Headquarters  Department  of  the  Army  and  Air  Force  directives.  The  Board 
of  Directors,  Army  and  Air  Force  Exchange  and  Motion  Picture  Services, 
would  also  be  assigned  to  preside  over  the  Army  and  Air  Force  Club 
Command.  Clubs  and  open  messes  would  be  operated  as  a vertical 
organization. 

(2)  Organizational  structure  will  include  an  Army-Air  Force-wide 
central  headquarters  with  subordinate  regional  and  area  offices  in  CONUS, 
Europe,  and  Pacific  to  supervise  and  control  installation  clubs  (open 
messes) . 

(3)  Operate  as  a nonappropr iated  fund  activity  with  limited 
appropriated  fund  support  similar  to  that  currently  provided  the  Army  and 
Air  Force  Exchange  Service. 

(4)  Operate  clubs  (open  messes)  with  NAF  civilian  managers. 

(5)  Military  cadre  at  the  central  headquarters  and  regions  would  be 
authorized  (even  if  on  a reimbursable  basis). 
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(6)  Develop  and  Install  a management  information  and  accounting 
system  for  clubs  (open  messes). 

(7)  Develop  and  install  a NAF  civilian  career  program  and  centrally 
manage  NAF  civilians  under  a system  similar  to  that  as  currently  used  by 
the  Array  and  Air  Force  Exchange  Service. 

(8)  Assess  current  club  management  and  open  mess  training  programs 
and  effect  improvements  and  consolidations. 

(9)  Determine  the  organizational  structure  of  the  club  command  from 
headquarters  to  individual  clubs;  determine  the  need  for  each  and  close 
those  activities  that  are  not  needed. 

(10)  Installation  and  base  support  would  continue  to  be  provided  to 
clubs,  e.g.,  security,  communication,  etc. 

b.  Merger  would  be  accomplished  in  phases: 

(1)  Phase  I — An  Army  and  Air  Force  Task  Force  would  be  established  to 
develop  a detailed  plan  for  the  organization,  staffing,  accounting  system, 
management  information  system,  cost/benefit  analysis,  time  phasing,  and 
other  areas,  as  applicable. 

(2)  Phase  II — Staffing  of  plan  with  Army  and  Air  Force  and 
development  and  subsequent  staffing  of  resultant  changes. 

(3)  Phase  III — Implementation  of  approved  plan. 

4.  Management  and  Administration  of  the  Army  Club  System. 

a.  Under  the  General  Staff  supervision  of  the  Deputy  Chief  of  Staff 
for  Personnel,  The  Adjutant  General  has  Department  of  the  Army  staff 
responsibility  for  Army  clubs  worldwide.  The  Club  Management  Directorate, 
The  Adjutant  General  Center  (CMD,  TAGCEN),  determines  objectives, 
policies,  and  procedures  for  the  supervision,  control,  and  operation  of 
Army  clubs,  and  provides  technical  direction,  financial,  and  executive 
management  of  Army  club  operations  worldwide. 

b.  Major  commanders  (MACOM's)  have  command  supervision  over 
installation,  area,  and  community  commanders  and  allocate  authorized 
personnel  and  material  resources  required  for  successful  operation  of 
clubs.  Major  commanders  and  installation  commanders  are  not  staffed  to 
provide  technical  guidance  and  assistance  in  club  matters.  This  technical 
support  is  provided  by  CMD,  TAGCEN. 

c.  Installation  commanders  have  operational  control  of  their  club 
systems,  establish  authorized  positions,  provide  clubs  with  authorized 
personnel,  and  material  resources,  and  monitor  and  direct  club  operations 
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in  consonance  with  AR  230-60  (The  Management  and  Administration  of  the  US 
Army  Club  System)  and  other  applicable  directives. 

d.  MACOM's  have,  by  design,  been  removed  from  day-to-day  involvement 
in  club  operations.  The  Army  club  management  system  provides  for 
installation  commanders  to  operate  Army  clubs  under  the  technical  super- 
vision of  CMD,  TAGCEN.  TAGCEN  serves  as  an  extension  to  both  MACOM  and 
installation  headquarters  staffs  and  keeps  each  fully  informed  as  to  the 
operational  and  financial  progress  of  each  installation  club  system. 
Advice  is  provided  when  needed  or  when  requested;  direction  is  also 
provided  when  warranted.  A major  advantage  of  the  current  system  is  that 
it  does  not  require  daily  MACOM  involvement  with  clubs,  thus  leaving  more 
time  for  other  mission  essential  requirements. 

e.  The  concept  of  the  system  is  that  installation  commanders  operate 
clubs  within  Army  regulations  and  within  appropriated  fund  resources 
provided  by  their  MACOM  and  nonappropr iated  funds  generated  by  club 
activities.  Clubs  are  to  be  organized  and  operated  as  defined  by  AR 
230-60,  which  does  by  design  provide  for  much  standardization.  TAG  is 
responsible  to  DCSPER  for  control  of  the  Army  club  system  and  to  provide 
major  and  installation  commanders  information  on  the  financial  and 
operating  status  of  clubs.  CMD,  TAGCEN  technical  training  and  management 
assistance  teams  provide  onsite  assistance  to  commanders  and  their  club 
staffs  and  make  recommendations  for  improvement  of  club  operations.  In 
those  instances  when  repeated  deficiencies  occur,  ODCSPER/TAG  directs 
corrective  action. 

f.  The  Installation  Club  Manager  (ICM),  under  the  supervision  of  the 
installation  DPCA/DCSPER,  is  responsible  for  supervision  of  the  installa- 
tion club  system,  i.e.,  officers'  branch,  NCO/cnlisted  branch,  package 
beverage  branch  (where  authorized),  and  administrative  branch  (where 
establ ished) . 

g.  The  Comptroller  of  the  Army  (COA),  through  his  staff  at  the  US 
Army  Finance  and  Accounting  Center  (USAFAC) , is  responsible  for 
appropriated  fund  accounting  functions  for  NAFI's,  including  clubs,  in 
accordance  with  DODI  7000.  12  and  is  responsible  for  NAF  accounting 
procedures.  USAFAC  is  the  proponent  for  AR  230-65  which  prescribes  NAF 
accounting  procedures  and  establishes  a chart  of  accounts  for  use  by  all 
NAFI's,  including  clubs.  Financial  analysis  of  NAFI's  is  the  responsi- 
bility of  the  program  manager  and  management  personnel  at  each  level  of 
command.  USAFAC,  through  the  installation  comptroller,  provides  technical 
supervision  over  operations  of  the  installation  Finance  and  Accounting 

[Officer  (F&A0).  The  installation  F&AO,  under  the  staff  supervision  of  the 

installation  comptroller,  is  assigned  responsibility  for  direct  super- 
vision of  the  Central  Accounting  Office  (CAO)  which  is  an  organization 
established  to  provide  centralized  professional  bookkeeping  and  accounting 
services  to  clubs  and  other  NAFI's  located  on  the  installation. 
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I).  Clubs  are  audited  by  the  US  Army  Audit  Agency  (USAAA)  and  by 
certified  public  accounting  firms  under  contract  with  the  Army  Club  Fund. 
Audit  recommendations  are  directed  for  corrective  action  in  accordance 
with  paragraph  7,  AR  230-7.  All  levels  of  command  are  required  to  direct 
compliance  with  audit  recommendations  when  appropriate  action  lias  not  been 
taken . 

i.  The  USAREUR  Class  VI  .Agency  functions  as  a locker  fund  in 
accordance  with  policies  outlined  in  AR  210-65  as  supplemented  by  the 
Commander  in  Chief,  United  States  Army  Europe  (USAREUR).  This  agency  is 
not  a part  of  the  Army  club  system.  However,  the  agency  is  charged  to 
contribute  to  the  assessment  based  on  the  procedures  outlined  below. 

j.  Clubs  and  the  USAREUR  Class  VI  Agency  are  assessed  to  pay  the  cost 
* of  CMD  civilian  employees  and  related  expenses.  The  assessment  system 

prorates  total  required  annual  operating  costs  to  installation  club 
systems  by  major  geographical  areas  on  the  basis  of  the  number  and  per- 
centage of  bottles  of  alcoholic  beverages  sold  in  retail  package  stores, 
USAREUR  Class  VI  stores  and  clubs  combined.  The  resulting  assessed  costs 
are  divided  by  retail  dollar  sales  of  the  area  concerned  to  determine  the 
assessment  rates. 

5.  Management  and  Administration  of  the  Air  Force  Open  Mess  System. 

a.  Air  Force  Regulation  215-1,  Volume  XI,  23  September  1974 
(currently  being  revised)  provides  policies  and  procedures  for  the 
establishment,  administration,  operation,  and  dissolution  of  Air  Force 
open  messes.  AFR  34-3,  Volumes  I,  II,  VI,  and  X,  provides  policy  govern- 
ing appropriated  fund  support  for  open  messes.  AFR  176-10  (currently 
being  revised)  provides  NAF  accounting  policies  and  procedures. 

b.  Air  Force  open  messes  are  operated  as  an  integral  part  of  the 
Morale,  Welfare,  and  Recreation  program  (MWR)  at  each  organizational  level 
from  Department  of  the  Air  Force  to  the  installation.  The  management  and 
administration  of  open  messes  is  accomplished  through  the  chain  of 
command . 


c.  Overall  policy  direction  of  Air  Force  MAPI's,  including  open 
messes,  is  the  responsibility  of  the  Air  Force  Welfare  Board  (AFWB). 

d.  At  Headquarters,  USAF: 

(1)  The  Deputy  Chief  of  Staff,  Personnel  (DCS/DP),  through  the 
Directorate  of  Morale,  Welfare,  and  Recreation  (MWR),  the  Air  Force 
Military  Personnel  Center  (AFMPC)  is  responsible  for  publishing  broad 
policies  in  appropriate  directives  and  implementing  these  policies  at  HQ 
USAF  level,  and  is  assigned  Air  Staff  responsibilities  for  the  Air  Force 
Morale,  Welfare,  and  Recreation  program.  The  Director,  MWR  Directorate, 
is  assigned  responsibilities  as  follows: 
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(a)  Manages  the  open  mess  program. 

(b)  Provides  staff  assistance  to  open  messes  when  requested  by  the 
major  commanders  (MAJCOM's)  or  as  determined  required  when  financial  or 
management  problems  are  detected. 

(c)  Performs  assistance  visits  to  a selected  number  of  MAJCOM's  and 
open  messes  annually. 

(d)  Performs  Air  Force-wide  surveillance  of  AF  MWR  financial 
management . 

(e)  Prepares  and  develops  procedures  which  implement  HQ  USAF/ACF, 
accounting  and  reporting  policies  and  ensures  integrity  in  employment  of 
NAF's. 

(f)  Develops  AF  budgeting  policies  and  procedures  for  NAF's. 

(g)  Receives  and  reviews  AF  consolidated  NAF  financial  data  prepared 
by  AFAFC/TCRN  and  performs  financial  analyses  required  to  monitor  MWR 
operations. 

(h)  Ensures  accurate,  timely  submission  of  MAJCOM  financial  data  to 
AFAFC/TCRN. 

(i)  Establishes  the  financial  management  requirements  for  the  NAF 
system. 

(j)  Manages  the  civilian  audit  program  for  AF  NAFI's  in  coordination 
with  the  Air  Force  Audit  Agency. 

(k.)  Provides  financial  information  to  HQ  USAF/ACB  to  support  OSD 
requirements  for  the  DOD  budgetary  process. 

(1)  Forwards  the  annual  MWR  Financial  Report,  RCS:  DD-M(A)1344,  to 
OASD(M&RA) . 

(2)  The  Air  Force  Accounting  and  Finance  Center  (AFAFC)  is  assigned 
responsibilities  as  follows: 

(a)  Prescribes  AF  accounting  and  reporting  policies  for 
nonappropriated  funds  and  related  appropriated  resources. 

(b)  Devises  accounting  systems  for  NAF  to  satisfy  the  needs  of  MWR 
management  and  to  comply  with  applicable  accounting  policies. 

(c)  In  conjunction  with  AFMPC  and  AFDSDC,  develops,  tests,  evaluates, 
and  installs  accounting  systems  for  NAF's. 
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(d)  Receive  and  consolidates  MAJCOM  financial  data,  performing 
audits,  and  examinations  to  ensure  consistency  and  compatabil ity  with 
accounting  systems  guidance. 

(e)  Submits  accurate,  timely  financial  reports,  and  analyses  to 
AFMPC,  the  AF  Comptroller,  (OASD(M& RA) , Army  and  Air  Force  Civilian 
Welfare  Fund,  Air  Force  Welfare  Board,  and  others  as  required. 

(3)  The  Directorate  of  Procurement  Policy,  HQ  USAF/LGP,  is 
responsible  for  the  formulation  and  issuances  of  NAF  procurement  policies 
and  procedures  promulgating  Air  Force  Welfare  Board  overall  policies 
relating  to  NAFI's.  MAJCOM  Directors  of  Procurement  are  responsible  for 
the  accomplishment  of  NAF  procurements  made  by  NAFI  custodians  and  their 
designees . 

e.  Major  commanders  (MAJCOM's)  are  responsible  for  the  supervision  of 
open  messes  in  their  commands.  Staff  responsibility  for  open  messes  is 
assigned  to  the  DCS,  Personnel.  The  DCS,  Personnel  supervises  the 
establishment,  administration,  operation,  and  dissolution  of  all  open 
messes  at  installations  within  their  commands.  This  includes  financial 
management;  conducting  staff  visits  to  open  messes  to  provide  assistance 
and  guidance  to  installation  commanders  and  open  mess  managers;  ensuring 
compliance  with  applicable  Air  Force  regulations;  disapproving  any  act  of 
installation  commanders  or  advisory  councils  concerning  open  messes  which 
are  not  in  the  best  interest  of  the  Air  Force  or  violate  existing 
directives;  requiring  reports,  as  determined  necessary  for  command  super- 
vision of  open  messes;  conducting  annual  conferences  or  seminars  for 
management  personnel;  monitoring  base  level  training  programs  for  open 
mess  employees;  ensuring  the  investment  of  unrestricted  cash  of  open 
messes  to  provide  funds  for  programed  improvements  of  facilities  and  its 
operation;  reviewing  open  mess  budgets  for  adequacy  and  tracking  results 
against  budgets. 

f.  Under  the  supervision  of  their  intermediate  headquarters  and 
MAJCOM's,  installation  commanders,  through  their  Chief,  MWR  Division,  are 
assigned  responsibility  for  supervision  and  operation  of  open  messes.  The 
Nonappropr iated  Fund  Financial  Management  Officer  (NAFFMO)  is  designated 
as  the  custodian  of  all  installation  NAFI's  (except  for  base  restaurants 
and  civilian  welfare  funds).  The  NAFFMO  may  delegate  certain  custodial 
authority,  such  as  control  and  safekeeping  of  assets,  to  the  MWR  managers. 
The  NAFFMO: 

(1)  Collects,  records,  summarizes,  and  analyzes  NAF  financial  data. 
Also,  analyses  appropriated  fund  financial  data  supplied  by  base  account- 
ing and  finance  officers,  and  corrects  data  when  appropriate. 

(2)  Performs  professional  accounting  and  bookkeeping  functions  for 
the  branches  serviced. 
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(3)  Maintains  accounts  receivable  subsidiary  records. 

(4)  Maintains  stock,  record  cards  for  storeroom  accounts. 

(3)  Perforins  periodic  professional  review  of  management  procedures, 
practices,  and  internal  controls  in  the  MWR  branches,  including  the 
NAFFMB. 

(6)  Prepares  operating  instructions  for  cash  handling  procedures. 

(7)  Acts  as  financial  advisor  to  branch  managers  to  assist  in 
maintaining  integrity  of  funds. 

(8)  Provides  timely,  accurate  financial  data  to  operating  branches, 
bilieting/other  managers,  NAF's  Council,  Base  Restaurant  Fund  Council,  and 
Base  Civilian  Welfare  Fund  Council  as  appropriate.  The  NAFFMO  also 
prepares  agenda,  minutes,  and  briefings  for  the  NAF's  Council.  Agenda, 
minutes,  and  briefings  for  base  restaurants  fund,  and  civilian  welfare 
funds  are  prepared  by  their  respective  custodians. 

(9)  Prepares  inventory  lists  for  all  required  inventories  and  prices 
and  extends  inventories  taken. 

(10)  Prepares  procurement  documents  and  files  them  in  a contract  file 
to  support  procurement  action  taken. 

(11)  Provides  timely,  accurate  financial  data  as  required  by  higher 
echelons  of  command. 

g.  The  Open  Mess  Manager  is  directly  responsible  for  the  management 
and  operation  of  the  open  mess.  Open  Mess  Advisory  Committees  represent 
the  general  membership  by  functioning  in  an  advisory  capacity  to  the 
installation  commander. 

h.  The  USAFE  Class  VI  Fund  is  established  under  the  provisions  of  AFR 
34-3,  Volume  V,  and  is  designated  as  a resale-revenue  sharing  fund.  The 
responsibility  for  the  management  and  administration  of  this  fund  is 
assigned  to  the  Commander-in-Chief,  USAFE.  The  fund  is  not  a part  of  the 
open  mess  management  program. 

i.  Open  messes  are  audited  by  the  Air  Force  Audit  Agency  and 
commercial  accounting  firms.  Audit  reports  are  processed  through  command 
channels. 

j.  Open  messes  may  be  assessed  by  the  Air  Force  Central  Membership 
Association  Fund  and/or  MAJCOM  membership  association  funds  to  provide 
income  for  the  Air  Force  and/or  command  open  mess  programs.  Assessments 
on  open  messes  by  MAJCOM  cannot  exceed  3 percent  of  the  open  mess  gross 
income,  including  membership  dues. 
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b.  Discussion  and  Analysis. 

a.  Although  there  are  many  similarities  in  the  Army  club  system  and 
Air  Force  Open  Mess  Management  program,  different  structures  for  budget- 
ing, accounting,  funding,  maintenance  of  records,  and  reporting  have 
evolved  within  the  two  services.  While  Army  clubs  and  Air  Force  open 
messes  operational  functions  are  compatible,  many  major  differences  exist 
in  management  philosophy,  internal  organizational  structures  and  mode  of 
operation  at  both  headquarters  and  field  levels. 

b.  The  Air  Force  open  messes  are  managed  and  administered  by  the 
installation  commander  under  the  supervision  of  higher  echelons  of 
command.  Open  messes  are  managed  as  a part  of  the  MWR  program  under  a 
single  MWR  manager  concept.  The  implementation  of  this  concept  was 
recently  completed  resulting  in  major  organizational  changes  and 
realignment  of  functions  at  headquarters  and  field  levels.  The  realign- 
ment of  functions  reassigned  the  accounting  and  financial  management 
functions  from  the  comptroller  to  the  MWR  program  manager  at  each  level  of 
command.  The  comptroller  was  previously  responsible  for  NAF  financial 
management.  The  Fiscal  Control  Office,  previously  responsible  for  NAF 
accounting  at  installation  level,  has  been  replaced  by  the  Nonappropriated 
Fund  Financial  Management  Branch  (NAFFMB)  and  functions  under  the  direct 
supervision  of  the  Chief,  MWR  Division.  Nonappropriated  fund  accounting 
policies  and  procedures  have  been  revised.  Additionally,  the  evaluation 
and  testing  of  a NAF  management  information  system  is  being  conducted.  In 
essence,  the  Air  Force  has  completely  implemented  the  management  of  MWR 
functions  under  the  single  manager  concept.  Accordingly,  this  mitigates 
against  the  establishment  of  a vertical  Army  and  Air  Force  command  for 
clubs  and  open  messes  unless  the  command  was  assigned  responsibility  for 
all  MWR  functions. 

c.  Army  club  managment  has  been  under  the  gun  since  1969.  This 
visibility  and  recommendations  from  Congress,  DOD,  Secretary  of  the  Army, 
Chief  and  Vice  Chief  of  Staff,  Army,  have  resulted  in  several  organiza- 
tional realingments  and  have  caused  considerable  organizational 
turbulence.  Clubs  were  managed  in  the  pre  1969  era  on  a decentralized 
basis  somewhat  as  currently  used  by  the  Air  Force  for  open  messes.  The 
control  and  management  of  clubs  under  decentralization  proved  ineffective 
and  got  the  Army  into  trouble.  The  CONARC  Study  (1970),  Booz-Allen  & 
Hamilton  Study  (1971),  and  TAG  Club  Management  Study  (1975)  established 
problems  inherent  with  management  of  clubs  and  each  recommended  an 
integrated  management  structure  to  improve  efficiency  and  effectiveness  of 
the  Army  club  system;  upgrade  DA's  capabilities  to  coordinate  and  control 
club's  activities;  take  full  advantage  of  personnel  space  savings  that 
could  be  accomplished  via  centralization  of  accounting,  personnel,  pro- 
curement, technical  training,  and  management  assistance,  and  standard- 
ization of  procedures  and  management  systems.  Integration  of  management 
of  the  Army  club  system  is  progressing  through  an  evolutionary  process  and 
is  ongoing. 
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d.  The  merger  of  Array  clubs  with  Air  Force  open  messes  Into  an  Army 
and  Air  Force  Club  Command  would  accomplish  the  goal  of  integrated 
management  of  the  Army  club  system.  A merger  of  the  Army  club  system 
would  have  less  organizational  impact  on  other  Army  morale  support 
activities/  programs  (MSA)  than  that  which  would  be  experienced  by  the  Air 
Force  since  the  Army  does  not  utilize  the  "single  manager"  concept  for  its 
morale  support  activities.  The  Morale  Support  Organization  and  Management 
Study  (a  TAGCEN  study  completed  on  11  June  1976)  recommended  adoption  of 
such  a concept  to  integrate  planning  and  control  of  the  various  morale 
support  activities  at  all  Army  levels  of  command.  The  recommendation,  if 
adopted,  would  have  placed  recreation  services,  the  Army  club  system, 
nonappropriated  fund  instrumentalities  and  certain  private  organizations 
under  a "single  manager."  Although  staffed  with  MACOM's,  the  study 
recommendations  have  not  been  implemented  on  Army  installations  and  at 
most  major  Army  headquarters. 

e.  The  feasibility  and  cost  savings  of  the  establishment  of  a 
separate  Army  and  Air  Force  Club  Command  cannot  be  determined  without 
further  detailed  study.  It  appears  that  such  a command  could,  however, 
provide  a unified  organization;  have  a single  mission;  provide  economies 
of  centralization  and  cost  avoidance  potentials.  It  could  be  established 
using  the  current  Army  club  system  organizational  structure  as  a base. 
However,  it  would  break  the  continuity  of  club  and  open  mess  management 
programs  and  operations  for  both  the  Army  and  the  Air  Force. 

Additionally,  it  could  involve  significant  personnel  turbulence  and 
intitial  costs. 

f.  A viable  Army  and  Air  Force  Club  Command  would  be  contingent  on 
the  successful  development  and  implementation  of  automated  systems, 
operating  and  accounting  procedures.  Currently,  both  the  Army  and  the  Air 
Force  are  in  a transitional  stage  in  the  development  and  implementation  of 
management  information  systems  and  accounting  procedures.  Significant 
differences  in  systems  exist  which  would  necessitate  major  modifications 
or  development  of  completely  different  systems  and  procedures  if  a merger 
were  effected.  The  costs  therefore  cannot  be  determined  without  further 
study . 

g.  The  merger  of  clubs  and  open  messes  into  an  Army  and  Air  Force 
Club  Command  would  relieve  major  and  installation  commanders  of  an 
administrative  burden.  This  could  also  pose  difficult  obstacles  to  the 
creation  of  such  a command  since  some  commanders  may  resent  the  club  and 
open  messes  being  removed  from  their  direct  control.  If  the  merger  were 
effected  without  the  support  of  major  and  installation  commanders,  it 
could  impact  adversely  on  indirect  support  provided  for  club  and  open  mess 
operations  at  the  operating  level. 
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h.  Both  the  Army  and  Air  Force  are  encountering  problems  in  the 
recruitment  and  retention  of  qualified  club  and  open  mess  managers.  Both 
have  developed  and  implemented  training  programs  to  improve  the 
professionalism  of  managerial  and  operating  personnel.  The  Air  Force 
currently  uses  officers,  noncommissioned  officers,  and  appropriated  fund 
civilians  (GS)  as  club  managers.  (The  Air  Force  does  not  use  an 
Installation  Club  Manager  since  open  mess  operations  are  supervised  by  the 
Chief,  MWR  Division.)  The  Army  currently  uses  officers,  warrant  officers, 
noncommissioned  officers,  appropriated  fund  civilians  (GS), 
nonappropriated  fund  civilians  (UA),  and  local  national  civilians  (LN)  as 
club  managers.  An  Installation/Area  Club  Manager  (officer  or  appropriated 
fund  civilian)  supervises  the  operations  of  the  installation/area  club 
system.  Both  the  Army  and  Air  Force  have  experienced  difficulties  in  the 
professional  development  of  club  management  and  open  mess  officers.  The 
Air  Force  is  currently  considering  replacing  open  mess  managers  (officers) 
in  officers'  open  messes  with  noncommissioned  officers  and  appropriated 
fund  civilian  employees.  The  DCSPER,  HQDA,  is  currently  conducting  a 
study  of  the  feasibility  of  maximum  civil ianization  of  installation  club 
system  managerial  positions.  Additionally,  the  conversion  of  club 
management  warrant  officer  positions  to  civilian  positions  is  also  being 
considered  as  a separate  action. 

i.  Current  authorizations  (as  of  30  June  1977)  for  Air  Force  open 
mess  and  the  Array  club  system  managerial  personnel  are  shown  in  Table  I 
below. 


TABLE  I 


CLUB  AND  OPEN  MESS 

PERSONNEL  AUTHORIZATIONS 

Category 

Air  Force 

Army 

Officers 

78 

19A 

Warrant  Officers 

0 

70 

Noncommissioned  Officers 

6A3 

655 

GS  Civilians 

UA 

117 

j.  The  Air  Force  currently  employs  approximately  20,766  NAF  civilians 
in  its  open  mess  management  system.  The  Army  currently  employs 
approximately  19,000  NAF  civilians  in  the  Army  club  system.  Most  of  the 
NAF  civilians  are  employed  at  the  operating  level  (branches  and  annexes) 
in  non-manager ial  positions. 

k.  The  number  of  branches  in  the  Air  Force  Open  Mess  and  branches 
(funds)  in  the  Army  club  system  as  of  30  June  1977  are  shown  in  Table  2 
below: 


TABLE  2 


A 


CLUB  AND  OPEN  MESS  BRANCHES  (FUNDS) 


Category 

Air  Force 

Army 

Of  f icers 

118 

133 

NCO/ Enl is ted /Airmen 

175 

122 

Consol idated 

59* 

16 

Package  Beverage 

105 

71 

TOTAL 

457 

342 

*NOTE:  Consolidated  open  messes  include  single  buildings  (44)  and 
separate  buildings  (14).  Of  the  44  consolidated  open  messes  located  in 
single  buildings,  80  percent  are  located  at  installations/sites  that  have 
less  than  10  officers  assigned. 

l.  The  Air  Force  philosophy  of  budgeting  states  that  the  open  mess 

must  be  self-sustaining  with  regard  to  NAF  expenditures  over  any  12-month 
period.  The  amount  of  net  earnings  necessary  to  meet  known  requirements 
is  defined  in  the  budgets  and  can  be  expected  to  vary  from  one  open  mess 
to  another.  For  this  reason,  the  Air  Force  and  MAJCOM's  do  not  prescribe 
a uniform  net  earnings  objective  or  even  a standard  set  of  cost  to  sales 
objectives.  Army  regulations  require  the  ICM  to  establish  a net  income 
objective  (after  depreciation)  to  be  achieved  by  each  branch  manager 
during  the  ensuing  fiscal  year.  The  annual  profit  objective  is  prorated 
over  a 12-month  period  and  is  the  equivalent  to  the  greater  of  the 
following:  (1)  an  amount  sufficient  to  provide  for  capital  improvements, 

long-term  loan  repayments,  required  working  capital  and  other  approved 
programs  in  addition  to  normal  operating  expenses,  or  (2)  5 percent  of 

sales  revenues.  The  Army  also  provides  cost  to  sales  percentage 

guidel ines. 

m.  The  financial  performance  of  Air  Force  open  messes  is  reflected  in 
Figures  1 and  2.  The  financial  performance  of  Army  clubs  is  reflected  in 
Figure  3.  As  of  30  March  1977,  118  Air  Force  open  messes  (branches)  were 
unprofitable  (33.3%)  and  79  Army  clubs  (branches)  were  unprofitable 
(29.2%). 

n.  Both  the  Army  and  Air  Force  have  a centralized  investment  program 
(CIP)  for  the  investment  of  excess  club  and  open  mess  cash.  CIP 
participation  is  voluntary  for  both  clubs  and  open  messes. 
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o.  The  Air  Force  has  implemented  a Centralized  Banking  Program  (CBP) 
for  open  messes  and  other  NAFI's.  The  CBP  is  a pooling  of  resources 
conceived  to  allow  full  utilization  of  cash.  CBP  accounts  function  as 
demand  or  checking  accounts,  but  are  interest  bearing.  Participation  in 
the  CBP  is  mandatory  for  all  open  messes.  Field  banks,  normally  located 
on  base,  are  the  depositories  for  the  CBP.  If  there  is  no  bank  on  the 
installation,  a local  bank  is  designated  as  a field  bank.  Each  NAFI  is 
assigned  a CBP  account  code.  Monies  deposited  in  the  field  bank  belong  to 
the  CBP  of  the  Air  Force  Central  Welfare  Fund  (AFCWF).  NAFI  claims  are 
against  the  AFCWF  rather  than  the  field  bank.  Checks  are  written  on  the 
CBP  account.  Open  messes  are  provided  prenumbered  checks  at  the  expense 
of  the  AFCWF.  Checks  may  be  signed  by  the  custodian  (normally  the  NAFFMO) 
or  his  designee.  Checks  in  amounts  over  $10,000  must  be  countersigned. 

The  Army  does  not  have  a centralized  banking  program  for  Army  clubs. 

p.  The  Air  Force  Welfare  Board  has  approved  development  of  a 
mechanized  system  that  will  include  most  of  the  accounting  and  reporting 
needs  of  MWR.  Alternatives  to  the  current  Burroughs  3500  base  computer 
are  being  studied  to  see  if  dedicated  equipment  can  be  more  responsive  to 
management  and  more  cost  effective.  A thorough  study  of  the  workload  to 
be  mechanized  has  been  made,  and  the  results  are  being  compiled.  The 
system  to  be  developed  is  intended  to  include  applications  for  accounts 
receivable,  inventory  control,  payroll,  property  accountability,  accounts 
payable,  cash  reconciliation,  general  ledger,  financial  statements  and 
reports,  and  specified  analyses.  As  an  interim  solution  for  overcoming 
some  pressing  needs  for  mechanization,  particularly  for  maintenance  of 
accounts  receivable  and  inventory,  dedicated  equipment  has  been  installed 
at  28  locations.  Significant  personnel  savings  have  been  produced  at 
those  locations.  Further  savings  are  anticipated  when  total  system  is 
implemented . 

q.  A mechanized  accounting  system  for  Army  clubs  has  been  developed 
and  is  expected  to  be  proliferated  for  implementation  Army-wide  on  or 
about  September  1977.  The  system  will  use  existing  BASE0PS  computers.  A 
follow-on  management  information  system  for  Army  clubs  must  be  developed 
since  it  was  not  included  in  the  mechanized  accounting  system.  The 
implementation  of  the  mechanized  accounting  system  is  expected  to  result 
in  personnel  savings  and  reduce  club  accounting  costs;  however,  definitive 
personnel  and  cost  savings  have  not  been  determined. 

r.  Both  the  Army  and  the  Air  Force  have  implemented  centralized  NAF 
procurement  programs.  The  use  of  these  programs  has  resulted  in  cost 
savings  for  Army  clubs  and  Air  Force  MWR  activities,  including  open 
messes.  The  Army  NAF  centralized  procurement  program  includes 
construction.  In  the  Air  Force,  NAF  construction  is  procured  by  the 
servicing  appropriated  fund  procurement  office.  The  Air  Force  Non- 
appropriated  Fund  Procurement  Office  (AFNAFPO)  negotiates  centralized 
contracts  with  manufacturers,  procures  Individual  Support  Nonappropr iated 
Procurement  (I-SNAP)  items,  and  purchases  selected  source  interior  design 
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requirements  directly  from  manufacturers.  The  ISNAP  program  consists  of 
selected  items  of  equipment  such  as  airplanes,  automobiles,  furniture,  and 
furnishings  which  are  mandatory  for  centralized  purchasing.  Interior 
design  services,  Including  kitchen  layout,  are  accomplished  by  the 
Programs  Branch  (Interior  Design)  in  the  Directorate  of  Morale,  Welfare, 
and  Recreation,  Air  Force  Military  Personnel  Center,  Randolph  Air  Force 
Base,  Texas,  and  MAJCOM  interior  designers. 

s.  The  Army  and  Air  Force  provide  loans  to  clubs  and  open  messes  for 
renovation  and  new  construction.  Currently,  the  Army  does  not  give  grants 
to  clubs  even  if  they  do  not  have  the  ability  to  repay  a loan.  The  Air 
Forces  does  provide  grants  under  certain  conditions  (see  Volume  IV,  AFR 
34-3). 

t.  The  Air  Force  open  mess  management  objectives  for  FY  78  are  as 
shown  on  Figure  4.  The  Army  club  management  objectives  (goals)  for  FY 
77-78  are  as  shown  on  Figure  5. 

7.  Advantages  and  Disadvantages. 

a . Advantages. 

(1)  Could  result  in  a reduction  in  appropriated  fund  resources  now 
required  for  the  operation  and  management  of  the  Air  Force  Open  Mess  and 
Army  club  systems  to  include  military  personnel. 

(2)  Would  provide  a unified  command  for  club  management. 

(3)  Would  achieve  standardization  and  uniformity  in  policies  and 
procedures. 

(4)  Could  result  in  increased  economies  in  administration, 
accounting,  procurement,  payroll,  data  systems,  cash  management,  etc. 

(5)  Would  increase  centralization  of  clubs  (which  are  commercial  type 
operations)  under  a single  organization. 

(6)  Would  reduce  personnel  turbulence  in  the  assignment  and 
utilization  of  military  club  managers. 

(7)  Would  relieve  installation  and  major  commanders  of  an  additional 
administrative  burden. 

(8)  Would  provide  greater  continuity  (in  the  long-range)  of  club  and 
open  mess  operations  and  programs. 

(9)  Would  reduce  the  problems  involved  in  the  professional 
development  of  military  club  managers,  i.e.,  officers,  warrant  officers, 
and  noncommissioned  officers. 
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(10)  Would  increase  management's  capability  and  responsiveness  in 
decision  making  and  problem  solving. 

(11)  Would  provide  increased  career  opportunities  for  NAF  civilian 
personnel,  particularly  with  the  development  of  a NAF  civilian  career 
enhancement  program  jointly  for  Army  and  Air  Force  club  management 
personnel . 

(12)  Would  eliminate  organizational  fragmentation. 

(13)  Could  provide  greater  flexibility  in  the  management  of  NAF 
civilian  personnel. 

b.  Disadvantages. 

(1)  Would  create  tremendous  organizational  turbulence,  particularly 
for  the  Air  Force. 

(2)  Would  initially  break  the  continuity  of  club  and  open  mess 
operations. 

(3)  Could  result  in  high  initial  establishment  costs. 

(4)  Would  impact  adversely  on  other  morale,  welfare,  and  recreation 
activities  and  functions. 

(5)  Would  result  in  initial  personnel  turbulence. 

(6)  Could  encounter  resistance  from  installation  and  major  commanders 
concerning  their  loss  of  direct  control  over  clubs  and  open  messes. 

(7)  Could  result  in  adverse  reactions  from  club  and  open  mess 
membership  concerning  less  of  "their  club." 

(8)  Could  require  major  revisions  in  current  (or  planned)  accounting 
and  management  information  systems  or  the  development  of  new  systems  for 
either  one  or  both  services. 

(9)  Could  result  in  a loss  of  experienced  civilian  club  and  open  mess 
management  personnel. 

(10)  Could  result  in  a reduction  of  installation  support  for  club 
and  open  mess  operations. 

(11)  Could  result  in  increased  visibility  by  Congress  and  private 
interest  groups  of  club  and  open  mess  operations. 
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(12)  Would  encounter  military  staffing  problems  for  key  positions 
particularly  in  obtaining  general  officer  authorizations. 

(13)  Could  encounter  problems  (violation  of  intent — use  military 
personnel  in  hard  programs)  in  the  use  of  military  personnel  on  a 
reimbursable  basis  if  all  appropriated  funds  for  clubs  and  open  messes  are 
eliminated. 

(14)  Would  provoke  problems  in  the  establishment  of  a viable 
incentive  and  career  management  program  for  NAF  civilians. 

8.  Conclusions. 

a.  The  merger  of  the  Army  club  and  Air  Force  open  mess  systems  into 
an  Army  and  Air  Force  Club  Command  is  not  considered  a viable  alternative 
for  the  short,  mid,  and  long-range  management  of  Army  clubs. 

b.  The  establishment  of  an  Army  and  Air  Force  Club  Command  in  the 
extended  long-range  (1983  or  later)  could  be  feasible;  however,  a detailed 
study  would  be  required  at  that  time  to  make  a determination. 

9.  Recommendation.  That  the  establishment  of  an  Army  and  Air  Force  Club 
Command  not  be  considered  as  a viable  option  at  this  time. 
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i not  include  Package  Beverage  [Jr arches.  Seasonal  operations  account  for  variations  in  ranters  of  elute. 

>rafi  table  clubs  are  not  insolvent;  their  operational  losses  are  financed  fran  previously  accumulated  fund  equity 
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APPENDIX  11-C 

CONTRACT  OPERATION  OF  ARMY  CLUB  SYSTEMS 


1 . OENERAL 


a.  Paragraph  9-b,  Army  Regulation  230-60  provides  authority  for 
installation  club  systems  to  contract  for  concessionaire  operation  of  all 
or  part  of  tacilities,  services,  and  activities. 

t>.  The  Army  is  currently  studying  "contracting  out"  of  installation 
support  functions.  Under  this  program  civilian  contractors  will  be 
solicited  to  perform  specific  post  functions.  Although  the  primary 
emphasis  of  contracting  out  is  on  appropriated  fund  functions  (e.g., 
laundry  and  dry  cleaning,  motor  vehicle  maintenance,  housing  operations, 
anu  troop  issue  operations),  nonappropr iated  fund  activities  are  also 
being  considered. 

c.  Contract  operation  of  some  clubs  is  an  alternative  that  has  been 
previously  used  by  the  Army,  Air  Force,  and  Navy.  This  chapter  provides  a 
historical  summary  of  the  contract  operations  of  Army  clubs,  a brief 
summary  of  Air  Force  and  Navy  contract  operation  of  clubs  and  examines  the 
feasibility  of  use  of  commercial  contracts  for  the  Army  club  system  in  the 
current  and  future  environment. 

2.  nISTURICAL  SUMMARY  ON  THE  OPERATION  UF  ARMY  CLUBS  BY  COMMERCIAL 
CONTRACT. 


a.  Research  was  conducted  to  determine  past  actions  by  the  Army 
regarding  the  operation  of  clubs  under  contractual  arrangements.  While 
records  are  incomplete  and  many  have  been  destroyed,  those  available 
reveal  that  two  Army  clubs  have  been  operated  under  contractual  arrange- 
ments— The  Fort  Benning  Officers'  Club  and  the  Fort  Stewart/Hunter 
Airfield  Officers'  Club.  Research  further  revealed  that  a DA  directed 
study  was  conducted  by  Fort  Riley  to  determine  the  feasibility  of 
operating  clubs  by  civilian  contracts. 

b.  A summary  of  the  Fort  Benning  Officers'  Club  operation  under 
contractual  arrangements  follows: 

(1)  The  club  was  operated  by  a management  contract  with  the  Morrison 
Food  Service  Corporation  from  June  1969  through  July  1971. 

(2)  The  original  contract,  approved  by  HQ , Third  US  Army,  was 
effective  1 June  1969  with  an  annual  option  for  renewal  for  up  to  5 years. 
The  contract  provided  for  management  and  supervision  of  food  and  beverage 
operations,  procurement,  accounting,  and  training  for  club  operating 
personnel.  Club  operating  personnel  continued  their  status  as  club 
employees.  The  operating  conditions  were  established  by  the  installation 
commander  to  include  the  determination  of  retail  prices  for  all  food  and 
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beverage  items.  Morrison  provided  the  club  advice  and  guidance  concerning 
retail  pricing. 

(3)  During  the  first  year  (June  1969 — June  1970)  the  contract 
operated  to  the  mutual  satisfaction  of  both  parties  at  a cost  to  the  club 
of  $91,371.47.  The  club's  net  profit  (1969 — 1970)  was  $75,000  which 
represented  a significant  increase  from  the  $18,000  loss  in  1968. 

(4)  In  July  1970,  HQ,  Fort  Benning  requested  extension  of  the 
contract  with  the  modification  that  club  employees  would  be  terminated  and 
would  be  rehired  by  Morrison.  HQ,  Third  US  Army  and  HQ  C0NARC  recommended 
approval  of  the  modified  contract.  However,  in  view  of  the  proposed 
modifications,  HQDA  elected  to  make  a detailed  study  and  evaluation  of  the 
proposed  contract.  In  consonance  therewith,  a HQDA  staff  officer  made  a 
staff  visit  to  Fort  Benning  to  make  an  onsite  evaluation  and  to  assess  the 
feasibility  of  extending  the  contract.  Based  on  the  assessment  of  that 
visit,  it  was  recommended  that  the  contract  be  approved.  After  sub- 
sequent detailed  staffing  within  HQDA,  on  4 January  1971,  extension  of  the 
contract  was  approved.  During  the  interim  period  pending  HQDA's  approval, 
Morrison  continued  to  operate  under  the  original  contract.  The  DA 
approval  of  the  contract  stipulated  that  club  employees  (NAF)  would  not  be 
terminated.  This  requirement  was  apparently  unacceptable  to  Morrison. 
Accordingly,  on  10  February  1971  a meeting  was  held  between  Morrison  and 
hQDA  representatives  to  resolve  the  issue.  The  DA  representatives 
reiterated  that  the  contract  was  approved  in  every  respect  with  the 
exception  of  club  employees  who  would  have  to  continue  their  employment  as 
NAF  employees. 

(5)  As  a result  of  the  aforementioned  meeting,  on  11  March  1971, 
Morrison  submitted  four  alternatives  designed  to  transfer  club  employees 
to  Morrison's  payroll.  The  alternatives  provided  provisions  for  the 
protection  of  employees'  rights  and  benefits  in  accordance  with  AR  230-2. 
Notwithstanding,  the  alternatives  were  unacceptable  to  HQDA.  The  issue 
remained  unresolved  and  generated  congressional  interest.  On  10  March 
1971,  a Congressional  Staffer,  House  Armed  Service  Committee,  was  provided 
a written  recapitulation  of  the  circumstances  pertaining  to  the  Morrison 
contract  and  the  Army's  consideration  of  management  contract  operation  of 
Army  clubs. 

(6)  The  personnel  issue  was  not  resolved  to  Morrison's  satisfaction 
and  the  modified  contract  was  not  signed.  Morrison  operated  under  the 
original  contract  until  31  July  1971,  at  which  time  it  was  terminated  by 
mutual  agreement.  In  addition  to  the  personnel  issue,  the  decision  was 
made  by  Fort  Benning  that  the  club  could  not  afford  to  pay  the  management 
costs  ($60,000 — $100,000)  plus  the  increased  personnel  cost  incurred  as  a 
result  of  the  implementation  of  AR  230-2. 

(7)  Records  are  not  available  to  show  the  financial  results  of 
operation  during  the  period  July  1970  through  December  1970.  However, 
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available  records  show  that  the  club  made  a profit  of  $53,244.00  during 
the  period  January  1971  through  June  1971. 

c.  A summary  of  the  Fort  Stewart/Hunter  Airfield  Officers'  Club 
operation  under  contractual  arrangements  follows: 

(1)  The  club  entered  into  a contract  with  Morrison  Food  Service 
Corporation  effective  1 March  1970.  The  contract  was  similar  to  the  one 
negotiated  by  Morrison  and  Fort  Benning  except  that  club  employees  at  Fort 
Stewart/ Hunter  were  terminated  prior  to  the  effective  date  of  the 
contract.  They  received  all  benefits  in  accordance  with  AR  230-2. 

Morrison  rehired  these  same  employees  at  the  same  salaries. 

(2)  Although  Morrison  controlled  personnel,  retail  pricing  of  all 
food  and  beverage  items  was  established  by  the  installation  commander. 

(3)  The  majority  of  the  files  pertinent  to  the  contract  operation  of 
the  Fort  Stewar t/Hunter  Officers'  Club  could  no't  be  located.  However,  a 
report  submitted  by  the  installation  commander  which  contained  an 
evaluation  of  the  first  60  days  of  the  contract  operation  reveals 
increased  labor  costs,  some  tangible  and  intangible  savings,  membership 
satisfaction  and  improved  services.  This  report  further  revealed  that  the 
cost  of  monthly  managerial  salary  was  $1,800.  Additionally,  management 
fees  (based  on  gross  sales)  amounted  to  $3,442.87  for  March  1970  and 
$2,812.90  for  April  1970. 

(4)  Discussion  with  the  ICM,  Fort  Stewart,  reveals  that  available 
records  show  a contract  termination  date  of  30  June  1972.  However, 
records  are  unavailable  to  show  an  extension  of  the  original  contract, 
kecords  also  show  that  the  US  Army  Audit  Agency  conducted  an  audit  of  the 
club  during  the  period  27  April — 9 June  1972.  The  audit  covered  the 
period  1 July  1971 — 30  April  1972  and  revealed  a deficit  of  $5,266.34.  It 
could  not  be  definitively  determined,  however,  that  the  deficit  resulted 
from  mismanagement  by  the  contractor.  The  files  at  Fort  Stewart  did  not 
contain  financial  data  or  any  other  problems  encountered  in  the  contract 
operation.  The  ICM  did  state  that  declining  club  membership  caused  by 
reduced  officer  strength  impacted  on  the  club's  financial  ability  to 
support  a contract  operation.  Additionally,  he  further  stated  that  the 
contractor  had  difficulties  in  meeting  protocol  requirements. 

d.  The  Army  has  considered  operating  clubs  by  contract.  In  December 
1969,  the  CSA  directed  HQ,  CONARC  to  conduct  a test  at  Fort  Riley  for  the 
operation  of  clubs  by  contract.  In  consonance  therewith,  Fort  Riley 
conducted  a study  to  determine  the  feasibility  of  contract  operations  of 
its  clubs.  The  study  concluded  that  although  contract  management 
operation  may  be  beneficial  in  providing  management  expertise,  the  clubs 
at  Fort  Riley  could  not  afford  the  arrangement.  Additionally,  it  was 
concluded  that  unless  there  was  a guarantee  of  net  profit,  the  clubs  would 
not  have  been  able  to  pay  the  management  fees  proposed  by  the  civilian 
firms.  Consequently,  it  was  recommended  that  Fort  Riley  not  be  required 
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to  conduct  a test  of  contract  club  operations.  This  recommendation  was 
approved  by  HQDA.  However,  since  contract  operation  had  proven  somewhat 
successful  at  Fort  Benning  during  its  first  year,  it  was  decided  the  Army 
would  develop  additional  experience  with  this  form  of  management  for  clubs 
in  CONUS.  Accordingly,  a DA  message  was  dispatched  to  CONUS  MACOM's 
informing  them  that  requests  for  management  contracts  for  clubs  would  be 
considered.  There  are  no  records,  however,  to  show  that  any  additional 
requests  were  submitted  to  DA. 

3.  CONTRACT  OPERATIONS  OF  AIK  FORCE  AND  NAVY  CLUBS.  Coordination  with 
the  Air  force  and  Navy  reveals  that  contract  operations  of  their  clubs 
have  not  proven  successful.  They  have  encountered  problems  which  have 
resulted  in  the  early  termination  of  some  contracts.  In  one  case  the 
contractor  could  not  satisfy  the  base  commander.  There  was  low  membership 
participation.  Also,  a high  degree  of  turbulence  in  contractor's  manage- 
ment was  experienced.  A 1-year  contract  was  terminated  after  only  3 
mqnths  of  operation.  In  another  case,  the  club  members  paid  higher  prices 
under  contract  operations  and  operating  losses  were  encountered.  Both  Air 
force  and  Navy  officials  did  not  express  great  satisfaction  with  the 
results  of  club  operations  under  previous  commercial  contracts. 

A.  ANALYSIS  OF  PREVIOUS  CLUB  CONTRACT  OPERATIONS. 

a.  The  provisions  of  the  contracts  with  Morrison  for  club  operations 
at  Fort  Benning  and  Fort  Stewart  resulted  in  the  installation  commanders 
retaining  tight  control  over  club  operations.  In  essence,  the  contractor 
was  responsible  for  club  management  and  operation  but  was  not  given  the 
authority  considered  necessary  to  efficiently  manage  and  operate  the 
clubs.  The  study  group  considers  this  a major  deficiency. 

b.  Although  the  Morrison  Food  Services  Corporation  had  considerable 
experience  and  expertise  in  the  operations  of  cafeterias,  school  dining 
halls,  hospital  kitchens  and  country  clubs,  it  was  inexperienced  in  the 
operation  of  military  clubs.  It  appears  that  Morrison  did  not  cope  well 
with  the  idiosyncracies  of  military  club  operations  in  a bureaucratic 
environment . 

c.  The  use  of  military  managers,  in  addition  to  contract  management 
personnel,  continued  during  the  period  of  contract  operations.  This 
caused  a problem  as  there  was  not  a definitive  assignment  of  responsibi- 
lities to  the  military  that  always  had  apparent  authority.  Additionally, 
no  savings  in  military  personnel  were  achieved. 

d.  The  imposition  of  restriction  (AR  230-2)  by  the  Army  on  Morrison 
pertaining  to  employee's  salaries  and  fringe  benefits  resulted  in  higher 
labor  costs  to  Morrison  than  those  it  was  experiencing  for  the  civilian 
sec  tor. 


e.  In  some  instances,  the  terms  and  conditions  for  operations  under 
the  contract  were  not  carefully  defined.  Ambiguous  statements  and 
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conflicting  requirements  caused  confusion,  legal  complications,  disputes 
and  eventually  contact  termination. 

f.  Financial  results  of  contract  operations  at  the  two  installations 
indicate  that  contractual  operations  of  Army  clubs  may  be  a feasible 
course  of  action  for  some  clubs. 

5.  CONTRACT  CLUB  operations  in  the  current  and  future  environment. 

■ 

a.  The  past  experience  of  the  services  with  contract  operations  of 
clubs  reveals  the  management  type  contract  has  left  much  to  be  desired. 

It  is  doubtful  that  a contractor  would  be  willing  to  operate  the  clubs 
under  current  restrictions  imposed  by  service  directives  and  installation 
commanders.  The  contractor  would  probably  insist  on  a virtually 
autonomous  contract  under  which  he/si.e  would  provide  complete  club 
operations.  In  this  respect,  the  keys  and  club  facilities  would  be  turned 
over  to  the  contractor  and  he/ she  would  be  given  full  responsibility  for 
club  operations,  within  mutually  established  guidelines  as  delineated  in 
the  contract.  The  club  operation  would  be  monitored  by  the  installation 
commander  and  HQDA  in  accordance  with  procedures  outlined  in  the  contract. 

b.  If  an  autonomous  contract  operation  were  to  be  utilized,  current 
club  employees  would  be  terminated  as  NAF  employees.  Employees  would  be 
entitled  to  all  benefits  and  rights  in  accordance  with  AR  230-2. 
Subsequently,  the  contractor  would  be  responsible  for  the  recruitment, 
training,  utilization,  and  pay  of  employees.  Employees  would  in  all 
respects  be  employees  of  the  contractor. 

c.  In  defining  the  scope  of  the  contract,  the  study  group  would 
exclude  the  operation  of  the  package  beverage  branch.  This  branch  should 
continue  to  be  operated  by  the  Army  since  it  is  operated  with  nonappro- 
priateu  fund  personnel  (in  most  cases)  and  is  achieving  its  operating 
objectives. 

a.  Contractor  will  be  required  to  comply  with  the  various  laws 
(local,  state,  and  Federal)  applicable  to  a concessionaire  operation  on  a 
military  installation.  Payment  of  State  Sales  and  Use  Tax  will  be 
required  (4  U. S. C.  105). 

e.  A lead  time  of  six  months  or  more  would  be  required  for  submission 
of  bids  by  commercial  firms,  evaluation  and  analysis  of  bids,  preparation 
and  processing  of  contract,  termination  of  NAF  employees,  and  other 
actions  involved  in  transferring  club  operations  to  the  contractor. 

f.  The  worldwide  contract  operation  of  clubs  is  not  considered 
practical  because  of  multiple  locations,  size,  market  availability,  and 
other  factors.  It  is  doubtful  that  commercial  firms  would  engage  in  club 
contract  operations  at  locations  where  the  potential  for  a profitable 
return  is  limited.  Therefore,  the  Army  would  by  necessity  be  required  to 
supervise  and  control  these  clubs  not  operated  by  contracts  under  a 
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separate  management  structure.  Also,  commercial  firms  would  probably  have 
little  interest  in  club  contract  operations  in  various  locations  overseas. 
Additionally,  contracts  would  probably  be  required  with  more  than  one 
contractor  for  CONUS-wide  club  management.  The  study  group  reservations 
are  supported  by  findings  of  the  DOD  Study  of  Military  Commissary  Stores 
(Chapter  9,  Volume  1,  May  1975)  regarding  contract  operation  of 
commissaries.  Also,  the  study  group's  contacts  with  one  of  the  large 
leaning  food  services  and  one  of  the  medium  hospitality  chains  reaffirmed 
the  study  group's  reservations. 

g.  Club  contract  operations  may  be  feasible  in  a peace  time  environ- 
ment; however,  it  is  doubtful  that  such  operations  could  be  effectively 
ana  efficiently  conducted  under  hostilities  or  combat  conditions.  The 
contractor  could  encounter  insurmountable  problems  in  maintaining  a work 
force  in  a hostile  environment  since  many  civilian  employees  may  terminate 
their  employment.  Problems  could  be  encountered  with  large  scale  civilian 
evacuation,  mobility,  rear  area  protection,  absenteeism,  enforcement  of 
contracts,  civilian  status  as  a noncombatant,  discipline,  and  other  legal 
and  international  matters.  Given  these  considerations,  the  use  of 
contractors  for  clubs  during  hostilities  and  war  is  not  considered 
feasible.  Consequently,  to  provide  for  mobilization  and  conduct  of  club 
operations  during  combat  conditions,  the  continued  use  of  some  military 
personnel  in  club  operations  during  peace  time  would  be  necessary. 

Military  positions  so  retained  woula  provide  a start  up  work  force  and  a 
sustaining  base  for  operations  of  clubs  during  hostilities. 

b.  CUbT/bENEFIT  ANALYSIS. 

a.  A detailed  cost  comparison  of  club  contract  operation  versus  the 
Army  operating  clubs  has  not  been  included.  This  is  because  the  study 
group  does  not  consider  club  contract  operation  to  be  a practical 
alternative  for  the  worldwide  management  and  operation  of  the  Army  club 
system . 

b.  Obviously,  dependent  upon  the  types  and  numbers  of  club  systems 
operated  under  contracts,  military  and  appropriated  fund  civilian  spaces 
could  be  reduced  accordingly.  The  study  group  estimates  that  41  percent 
of  the  club  systems  in  _CONUS  are  potential  candidates  for  contract  opera- 
tions. This  percentage  is  based  on  the  number  of  clubs  whose  locations, 
size,  market  availability,  financial  posture,  and  other  factors  are  such 
that  commercial  firms  would  engage  in  contract  operations.  If  all  were 
contracted  out,  an  estimated  reduction  of  233  military  personnel  and  61 
appropriated  fund  civilian  personnel  could  oe  achieved. 

c.  Contracting  out  would  also  impact  on  staffing  requirements  for 
installation  CAO,  CPO,  and  centralized  procurement.  Club  functions  would 
be  withdrawn  and  transferred  to  the  contractor.  This  could  result  in 
reduced  NAF  staffing  and/or  higher  costs  for  other  installation  NAFI's  as 
the  residual  operating  costs  of  these  centralized  services  would  be 
prorated  to  the  other  NAFI's. 
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d.  Dependent  upon  the  extent  and  types  of  contract,  the  Army  club 
system  could  incur  considerable  one-time  employee  termination  costs  (i.e., 
severance  pay,  terminal  leave)  if  employees  were  not  given  continuing  NAF 
employment  or  refused  offers  of  employment  that  were  less  than  comparable 
with  their  present  positions.  In  the  absence  of  available  data  on  NAF 
employees  by  installations,  the  estimated  cost  of  employees'  termination 
could  not  be  computed. 

7.  ADVANTAGES  AND  DISADVANTAGES  OF  CONTRACT  OPERATIONS. 

a.  Advantages. 

(1)  Reduction  in  appropriated  fund  resources  to  include  military  and 
civilian  personnel. 

(2)  Could  increase  professional  management  in  all  facets  of  club 
operations. 

(3)  Increased  stability  of  management  personnel. 

(4)  Increased  continuity  of  club  operations  as  a result  of  reduced 
personnel  turbulence. 

b.  Disadvantages. 

(1)  Significant  one-time  costs  to  terminate  NAF  employees. 

(2)  Initial  personnel  turbulence. 

(3)  Possible  loss  of  experienced  civilian  club  managers  through 
resignation,  retirement  and/or  reassignment  to  other  NAF  and  civil  service 
jobs  who  will  still  be  needed  by  the  Army  club  system. 

(4)  Possible  high  costs  for  club  membership  and  patrons. 

(5)  Would  not  provide  for  Army-wide  operation  of  the  Army  club 
system. 

(6)  Would  require  continuance  of  a military  club  system  for  overseas 
club  operations  and  CONUS  clubs  which  are  not  contract  operated. 

(7)  Could  not  operate  effectively  and  efficiently  during  hostilities 
and  combat  conditions. 

(8)  Could  result  in  adverse  congressional  and  union  reactions  regard- 
ing the  elimination  of  civilian  positions. 

(9)  Could  result  in  almost  insurmountable  problems  in  early 
termination  of  contracts  or  failure  of  contracts  to  be  renewed. 
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b.  CONCLUSIONS. 

a.  Contract  operations  of  Army  clubs  is  not  a feasible  alternative 
for  the  Army-wide  management  of  the  Army  club  system. 

b.  Contract  operations  of  some  Army  clubs  in  CONUS  may  be  feasible 
but  would  liave  to  be  determined  on  a case  by  case  basis. 

c.  In  those  cases  in  which  contracting  out  has  been  determined  to  be 
cost-effective  for  club  operations,  the  contractor  should  be  given  an 
autonomous  contract  in  lieu  of  the  management  type  contract. 

d.  Unless  unusual  circumstances  exist  which  would  warrant  contract 
operation  ot  the  package  beverage  branch,  this  branch  should  be  excluded 
irom  the  contract. 

e.  Contracting  out  of  specific  club  functions  (i.e.,  accounts 
receivable,  accounts  payable,  payrolls)  should  be  carefully  considered  and 
utilized  in  those  instances  in  which  such  use  is  more  cost-effective. 

9.  KKCOMMLNUATIONS. 

a.  Contracting  out  of  club  operations  be  utilized  on  a case  by  case 
basis  when  feasibility  studies  indicate  it  t>  he  the  most  cost-effective 
method  of  management  of  the  installation  cluo  system. 

b.  The  package  beverage  branch  be  excluded  from  contract  operations. 

c.  Consideration  be  given  to  contracting  out  specific  club  functions 
such  as,  accounts  receivables,  accounts  payable,  and  payrolls,  when 
feasibility  studies  ana  cost  benefit  analysis  indicate  this  is  most  cost- 
ef f ec tive . 
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MERGER  OF  THE  ARMY  CLUB  SYSTEM  WITH  AAFES 


I.  General. 


a.  An  alternative  for  the  worldwide  management  of  the  Army  club 
system  is  to  merge  with  AAFES.  The  purpose  of  this  study  is  to  determine 
the  feasibility  of  such  a merger. 

b.  The  study  group  visited  AAFES  headquarters  during  the  period  12-14 
April  1977.  Purpose  of  the  visit  was  to  obtain  a knowledge  of  AAFES' 
operations,  to  determine  potential  problems  in  AAFES'  assumption  of  Army 
club  management,  to  assesss  AAFES  capability  to  manage  clubs,  and  to 
develop  advantages  and  disadvantages.  Time  constraints  of  the  visit  did 
not  permit  the  development  of  cost  benefit  analysis  of  AAFES'  assumption 
of  Army  club  management  vs  the  current  management  system. 

c.  The  concept  of  operations  developed  by  AAFES  for  centralized 
management  of  Army  and  Air  Force  commissaries  (Annex  A to  Appendix  7-A, 
Volume  II,  DOD  Study  of  Military  Commissary  Stores,  May  1975  (Annex  A 
hereto)  was  reviewed  to  ascertain  its  applicability  to  Army  clubs.  The 
study  group  determined  that  notwithstanding  the  differences  between  clubs 
and  commissary  stores,  a similar  concept  could  be  utilized  for  the  merger 
of  the  Army  club  system  with  AAFES.  Modifications  would  be  required  to 
accommodate  the  differences  in  the  Army  club  system. 

d.  The  Armed  Forces  Exchange  regulations  (DOD  Directive  1330.9)  and 
applicable  Army  regulations  (AR  60  series)  were  reviewed  to  determine 
current  regulatory  constraints  which  impact  on  the  merger  of  the  Army  club 
system  with  AAFES.  This  review  revealed  that  statutory  changes  would  be 
required  to  add  alcoholic  beverages  (other  than  beer)  to  the  list  of  items 
authorized  to  be  stocked  and  sold  by  AAFES.  Additionally,  unlimited 
privileges  would  have  to  be  granted  to  all  authorized  patrons  unless 
regulatory  changes  were  made  to  allow  AAFES  to  operate  clubs  as  membership 
organizat ions . 

2 . Background . 

a.  The  merger  of  the  Army  club  system  with  AAFES  has  been  considered 
as  an  alternative  in  previous  studies.  It  was  considered  in  the  CONARC 
study  of  club  management  conducted  in  1970.  That  study  delineated  the 
possible  economies  to  be  achieved  through  a merger  with  AAFES,  but 
recommended  ultimate  centralization  of  the  Army  club  system  within  the 
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Department  of  the  Army  as  the  optimum  solution  for  the  long-range  manage- 
ment of  Army  clubs. 

b.  The  Booz,  Allen,  and  Hamilton  Study,  conducted  in  1971,  also 
included  merger  with  AAFES  as  an  alternative  for  the  management  of  the 
Army  club  system.  This  alternative  provided  for  "incorporation  of  an  Army 
Club  Division  within  the  AAFES  system  as  a major  and  separate  Retail 
Division."  The  operational  control  and  management  of  clubs  would  be 
accomplished  through  the  existing  AAFES  management  structure.  Clubs  would 
be  entirely  self-supporting  as  a condition  for  entry  into  the  AAFES 
system.  In  recognition  of  the  differences  in  operating  requirements  of 
clubs  and  exchanges,  separate  staffs  would  be  maintained  for  clubs  at  each 
level  in  AAFES  organizational  structure.  The  study  delineated  the  advan- 
tages of  clubs'  merger  with  AAFES.  It  recognized  AAFES  as  an  established 
organization  engaged  in  related  aspects  of  the  food  business  and  the 
potential  for  savings  by  satelliting  some  club  management  functions  on  to 
existing  AAFES  organizations  and  systems.  Notwithstanding,  the  study  con- 
cluded that  a separate  club  command  was  preferable  to  merger  with  AAFES. 
Its  conclusion  was  based  on  the  following  considerations  which  are  quoted 
below: 

"Club  operations,  being  membership  oriented  and  stressing  high  quality 
food  and  service,  are  significantly  different  from  current  AAFES  activ- 
ities. Because  of  its  size,  AAFES  activities  are  being  continually 
scrutinized  by  Congress  and  private  interest  groups,  and  from  time  to  time 
pressures  are  brought  to  bear  which  result  in  limiting  the  scope  of  AAFES 
activities.  Adding  responsibility  for  club  operations  to  AAFES  may  result 
in  intensifying  this  scrutiny,  cause  confusion  as  to  the  combined  organi- 
zation's mission,  and  result  in  additional  regulation  which  could  prove 
detrimental  to  both  exchange  and  club  operations. 

"AAFES  is  fully  involved  in  managing  the  exhanges  and  its  reluctant  to 
seek  out  the  additional  responsibility  of  managing  a worldwide  club 
system. ” 

"Incorporation  of  the  club  management  into  the  AAFES  system  will  again 
put  the  clubs  into  a secondary  position  with  respect  to  the  primary  mis- 
sions of  the  command." 

"Our  judgment  is  that  the  clubs  are  large  enough  to  support  their  own 
organization  and  incorporation  of  the  clubs  into  AAFES  does  not  appear  to 
provide  the  clubs  with  significant  long-run  benefits,  either  managerial  or 
cost  savings,  as  compared  with  the  benefits  of  establishing  a separate 
command  for  the  management  of  the  clubs.  However,  a precise  conclusion 
here  would  require  significant  additional  study." 
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c.  Interest  has  also  been  expressed  by  Congress  regarding  AAFES 
operation  of  the  Army  club  system.  During  1970,  the  Special  Subcom- 
mittee on  Exchanges  and  Commissaries  of  the  House  Committee  on  Armed 
Services  reviewed  the  operations  of  exchanges,  commissaries,  and  related 
activities  (HASC  No.  91-771,  dated  22  Dec  70).  In  reviewing  the  Navy's 
exchange  program,  the  subcommittee  noted  that  Navy  enlisted  clubs  had 
operated  successfully  under  the  direct  responsibility  of  the  Navy  Resale 
System.  The  subcommittee  strongly  suggested  that  the  Departments  of  the 
Army  and  Air  Force  explore  the  possibility  of  AAFES  operating  their 
enlisted  clubs.  In  accordance  therewith,  the  feasibility  of  AAFES  assum- 
ing tlie  function  of  Army  club  operations  was  explored.  However,  the  Army 
determined  that  any  decision  regarding  changes  in  the  management  of  the 
Army  club  system  should  be  held  in  abeyance  pending  completion  of  the 
Booz,  Allen,  and  Hamilton  Study  of  nonappropriated  fund  activities 
(including  clubs)  which  was  currently  in  progress.  Based  on  the  findings 
and  recommendations  of  the  Booz,  Allen,  and  Hamilton  Study,  the  HQDA 
decision  was  to  implement  increased  centralized  club  management  within  the 
Department  of  the  Army. 

d.  On  29  April  1977,  the  retiring  AAFES  commander  informed  the  Chief 
of  Staff,  United  States  Army  that  AAFES  could  assume  a broader  supportive 
role  (Annex  B).  He  further  stated  that  "if  given  proper  consideration 
militarily  and  politically,  AAFES  could  provide  beyond  its  present  op- 
erations, a substantial  measure  of  relief  from  use  of  appropriated  and 
nonappropriated  funds."  Additionally,  it  was  stated  that  "AAFES  offers  an 
excellent  command  to  manage  nurseries,  laundries,  bowling  alleys,  golf 
courses,  tennis  courts,  clubs  and  messes,  etc."  The  expansion  of  its 
current  operations,  however,  would  require  regulatory  changes  to  remove 
current  restrictions  regarding  the  sale  of  certain  items. 

e.  On  2 May  1977,  AAFES  advised  the  Department  of  the  Army  that  it 
has  the  management  expertise  and  organization  necessary  to  operate  the 
Army  club  system  if  directed  (Annex  C).  However,  it  was  stated  that  there 
was  no  significant  cumulative  advantage  to  AAFES  to  assume  this  mission. 
AAFES'  analysis  indicates  the  merger  would  involve  serious  risks  to  the 
Army  and  AAFES.  These  irrclude  the  loss  of  appropriated  fund  support 
(estimated  $27  million)  and  a "deterioration  of  AAFES'  image  as  a viable 
military  benefit."  AAFES  indicated  it  is  prepared  to  provide  certain 
specific  support  functions  on  a reimbursable  basis. 

f.  AAFES,  as  well  as  the  Army  club  operates  on  a worldwide  basis. 
Currently,  an  exchange  is  located  at  every  CONUS  installation  and  at  every 
overseas  location  (except  Iran  and  Taiwan)  that  an  Army  club  is  located. 
AAFES  central  headquarters  is  located  at  Dallas,  Texas,  with  subordinate 
headquarters  in  Europe,  Alaska,  and  the  Pacific.  Regional  headquarters 
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are  located  both  in  CONUS  and  overseas  with  area  exchanges  and  operating 
elements.  AAFES'  organizational  structure  is  as  shown  in  Figures  1-4. 

The  Army  club  management  central  headquarters  (Club  Management  Directorate 
(CMD) , TAGCEN)  is  currently  located  in  Washington,  DC,  with  its  Eastern 
Regional  Office.  The  CMD  Western  regional  Office  is  located  at  Presidio 
of  S',  rrancisco  (with  a field  office  in  Korea),  and  the  European  Regional 
Office  is  located  in  Roedelheim,  Germany. 

g.  Both  AAFES  and  the  Army  club  system  operate  as  nonappropriated 
fund  instrumentalities.  AAFES  operates  with  no  Civil  Service  (GS) 
employees.  As  of  31  July  1977,  113  Civil  Service  (GS)  club  managerial 
positions  were  authorized.  All  other  club  civilian  employees  are  non- 
appropriated fund  (NAF). 

3.  Assumptions.  The  following  assumptions  were  developed  for  the  phased 
merger  of  the  Army  club  system  with  AAFES. 

a.  AAFES  would  be  tasked  to  develop  a contingency  plan  for  the 
assumption  of  the  Army  club  mission.  The  mission  would  be  assumed  as 
directed  by  the  Secretary  of  the  Army,  based  on  the  withdrawal  of 
appropriated  fund  support  for  the  Army  club  system. 

b.  Appropriated  fund  support,  to  include  military  and  civilian 
personnel,  may  be  withdrawn  or  significantly  curtailed  early  in  the  mid- 
range. 


c.  Clubs  will  operate  in  a nonappropriated  fund  mode. 

d.  Appropriated  fund  civilians  will  continue  to  be  utilized 
until  terminated  based  on  (1)  decision  regarding  conversion  to  NAF, 

(2)  withdrawal  of  appropriated  fund  support,  and  (3)  merger  with  AAFES. 

e.  No  club  will  be  operated  on  a concession  basis. 

f.  Clubs  will  be  managed  under  existing  and/or  modified  organi- 
zational structure  until  decision  is  made  to  merge  with  AAFES.  Under  any 
organizational  structure,  positive,  and  aggressive  action  will  be  taken  to 
improve  club's  physical  facilities  and  clubs'  financial  posture. 

g.  If  and  when  the  decision  is  made  to  merge  with  AAFES: 

(1)  Assets  of  the  Army  club  system  will  be  transferred  to  AAFES. 

(2)  Appropriated  funds  will  pay  all  severance  costs  of  Civil  Service 
personnel . 


11D-4 


(3)  Civil  Service  personnel  will  be  provided  an  opportunity  to  secure 
NAF  employment  with  AAFES. 

(4)  Clubs  will  operate  on  a self-sustaining  basis  generating  suffi- 
cient funds  for  improvement  and/or  construction  of  new  facilities. 

(5)  Class  VI  profit  distribution  will  be  made  to  the  Army  Morale 
Support  Fund  for  redistribution  to  Army  installations. 

(6)  Club  earnings  (excess  to  that  required  for  Class  VI  profit 
distribution  to  the  Army  Morale  Support  Fund  and  improvement  of  Army  club 
facilities)  will  be  equally  shared  by  both  the  Departments  of  the  Army  and 
the  Air  Force  under  AAFES  dividend  distribution  program. 

h.  The  "membership  only"  status  of  Army  clubs  will  be  discontinued, 
however,  separate  officers',  NCO,  and  enlisted  clubs  would  continue  to  be 
operated  on  installations  that  have  the  markets  therefor.  Regulatory 
changes  will  be  required  to  provide  for  use  of  the  club  by  civilians 
currently  granted  "honorary  membership"  status. 

i.  Appropriated  fund  support  currently  provided  to  AAFES  for 
operating  the  exchange  system  will  also  be  provided  for  club  operations. 

4.  Concept  of  Operation.  The  study  group  proposes  that  concept  of 
operation  be  developed  as  follows: 

a.  Concept  of  operation  for  the  control  and  management  of  the  Army 
club  system  be  developed  by  AAFES.  A similar  concept  as  that  developed  by 
AAFES  for  management  of  Army  commissary  stores  could  be  used  (Annex  A). 

b.  Clubs  be  operated  under  AAFES  integrated  management  (vertical 
command).  The  installation  commander  would  be  relieved  of  responsibility 
for  club  operations.  Guidance  and  decisions  from  the  Department  of  the 
Army  would  be  promulgated  through  Army  regulations  and  directives  and  the 
AAFES  Board  of  Directors.  A separate  Club  Management  Division  could  be 
established  in  AAFES  Headquarters.  Below  the  headquarters  level,  club 
management  functions  could  be  aligned  and  integrated  into  the  existing 
regions,  area  exchanges,  and  operating  elements. 

c.  Club  branches  and  annexes  be  staffed  with  NAF  civilian  managers. 
Staffing  at  the  region  and  area  exchange  level  would  take  cognizance  of 
the  difference  in  the  operations  of  clubs  and  exchanges  and  provisions 
made  to  provide  the  necessary  expertise  for  effective  and  efficient 
supervision  of  club  operations. 
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d.  Requirements  for  club  management  military  personnel  at  the  AAFES 
Headquarters  and  subordinate  commands  be  determined.  Excess  club  manage- 
ment military  personnel  be  reported  to  MILPERCEN  for  reassignment. 

e.  AAFES  develop  and  install  a management  information  system  for 
clubs.  Existing  systems,  modified  as  appropriate,  be  used  for  club 
operations  (i.e.,  civilian  personnel  management,  payrolls,  accounting, 
merchandising,  training,  procurement,  construction,  inspection  and  audit, 
facilities  layout  and  design,  financial  management,  etc.). 

f.  The  impact  of  the  merger  on  the  Club  Management  Course  and  the 
Executive  Club  Management  Course  be  assessed. 

, g.  Analysis  be  made  of  existing  clubs'  branches  and  annexes  to 
determine  their  need  and  to  close  those  that  are  not  needed.  Those 
determined  required  would  continue  to  operate  in  their  current  facilities. 

5.  Feasibility  Analysis. 

a.  If  directed  to  assume  the  Army  club  management  mission,  AAFES  has 
stated  that  it  has  the  management  expertise  and  organization  necessary  to 
do  so.  The  study  group  agrees  with  AAFES'  evaluation.  The  AAFES  has  a 
worldwide  organization  and  management  structure  into  which  the  worldwide 
Army  club  system  can  be  merged.  It  has  a civilian  personnel  management 
system  to  which  the  Army  club  system  can  be  readily  adapted.  Both 
exchanges  and  clubs  are  service  oriented  and  operate  with  limited  appro- 
priated fund  support.  AFFES  has  a worldwide  communication  and  data 
processing  capability  which  is  adaptable  to  club  operations,  with  modifi- 
cations. Exchanges  are  located  in  most  of  the  places  that  clubs  are 
located.  AAFES,  as  clubs,  represents  commercial-style  management  and 
operations  in  a military  environment.  The  addition  of  a Club  Management 
Division  to  the  AAFES  Headquarters  staff  could  provide  it  the  necessary 
expertise  to  assume  all  of  the  functions  involved  in  club  operations. 

These  include  personnel,  merchandising,  distribution,  accounting, 
engineering,  data  systems,  legal,  auditing,  procurement,  food  service, 
vending  operations,  training,  public  relations,  comptroller,  veterinarian, 
and  administrative  services. 

b.  The  merger  of  the  Army  club  system  with  AAFES  should  result  in 
some  economies.  The  qualification  of  economies  requires  detailed  study. 
The  economies  would,  however,  be  offset  by  the  loss  of  membership  dues, 
the  cost  of  AAFES  assuming  those  functions  of  technical  training  and 
management  assistance;  its  modifications  of  present  data  and  management 
information  systems;  and  the  indirect  support  of  the  present  club  system 
that  is  paid  with  appropriated  funds. 
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c.  The  merger  would  involve  the  relocation  of  personnel.  Addi- 
tionally, it  could  result  in  the  loss  of  experienced  cluh  personnel  if 
employees  opted  not  to  accept  employment  with  AAFES.  Personnel  turbu- 
lence could  be  encountered  in  headquarters  and  other  post  activities  as 
employees  exercised  their  rights  to  be  placed  in  vacancies  for  which  they 
are  minimally  qualified.  Also,  the  merger  could  impact  adversely  on  the 
viability  of  other  post  NAFl's,  i.e.,  CAO,  CPO,  etc.  It  is  assumed  that 
the  elimination  of  clubs'  functions  for  these  activities  could  result  in 
loss  of  jobs. 

d.  Regulatory  changes  would  be  required  to  permit  AAFES  to  operate 
clubs  as  membership  organizations.  The  obtainment  of  such  changes  could 
pose  a difficult  problem.  Provided  such  changes  were  not  made,  AAFES 
would  be  required  to  operate  clubs  as  nonmembership  activities  without  the 
charging  of  membership  dues.  Additionally,  AAFES  is  not  receptive  to 
assuming  the  management  of  Army  clubs  as  membership  organizations.  If 
AAFES  assumed  the  club  function,  clubs  would  probably  be  managed  as 
feeding  and  entertainment  activities  opened  to  all  eligible  patrons. 

e.  The  merger  of  clubs  with  AAFES  is  based  on  the  assumption  that 
appropriated  fund  support  may  be  significantly  reduced  or  withdrawn  in  the 
early  mid-range  (estimated  1 October  1980).  The  assumption  of  the  club 
management  function  by  AAFES  would,  in  the  opinion  of  the  study  group 
expedite  the  reduction  and/or  elimination  of  appropriated  fund  club 
support.  A premature  reduction  and/or  elimination  of  appropriated  fund 
support  would  impact  adversely  on  the  financial  survival  of  44  percent  of 
Army  clubs  (see  paragraph  6,  Chapter  5). 

f.  As  noted  in  the  Booz,  Allen,  and  Hamilton  Study  previously  refer- 
enced, AAFES  is  subject  to  continual  scrutiny  by  Congress  and  private 
interest  groups.  Increasing  its  size  and  role  by  the  addition  of  the  club 
management  function  could  intensify  this  scrutiny  and  have  an  adverse 
impact  on  AAFES'  capability  to  perform  both  the  club  and  exchange 
missions . 

g.  The  merger  of  the  Army  club  system  with  AAFES  would  necessitate 
the  replacement  of  military  club  managers  with  NAF  civilians.  This  would 
require  AAFES  to  hire  approximately  900  club  management  personnel.  The 
increased  cost  of  NAF  civilian  club  management  personnel  (approximately 
$234.  million)  would  result  in  significant  price  increases  for  club 
patrons . 

h.  A significant  increase  in  AAFES  military  strength  as  a result  of 
the  assumption  of  the  club  management  function  could  eventually  lead  to  a 
substantive  reduction-in-force  action  involving  AAFES  and  club  personnel. 
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The  increase  in  AAFES  military  strength,  however,  should  not  be  signifi- 
cant since  the  majority  of  the  club  management  personnel  would  be  K’AF 
civilians.  It  should  be  noted  that  in  the  absence  of  a merger  both  club 
management  and  AAFES  military  personnel  are  subject  to  reduction-in-force 
by  both  Congress  and  DA.  This  is  supported  by  the  recent  recommendation 
of  the  Senate  Committee  on  Appropriations  to  replace  with  civilians  the 
military  personnel  currently  serving  in  nonappropriat ed  fund  activities 
such  as  exchanges  and  officers'  clubs.  Should  the  future  use  of  military 
personnel  in  club  management  not  be  authorized,  the  merger  could  facili- 
tate tlie  operation  of  clubs  without  military  personnel. 

i.  Club  accounting  procedures  are  promulgated  in  AR  230-65.  The 
regulation  establishes  a chart  of  accounts  for  clubs  and  other  nonappro- 
priated  fund  activities.  Club  accounting  procedures  are  not  compatible 
with  AAFES,  consequently,  if  the  merger  is  effected,  club  accounting 
function  would  be  accomplished  by  AAFES  in  accordance  with  revisions  in 
current  accounting  procedures,  as  required. 

j.  In  many  instances,  Army  clubs  are  in  a deteriorated  condition. 

Many  require  extensive  renovation  and/or  need  to  be  replaced  with  a new 
facility.  Renovation  and/or  construction  requirements  are  estimated  in 
excess  of  $58.5  million.  Currently,  loans  are  made  to  clubs  for 
renovation  and/or  new  construction  based  on  their  ability  to  repay  the 
loan.  Many  clubs  that  are  in  need  of  renovation  and/or  new  facilities 
currently  cannot  obtain  loans  because  of  their  inability  to  repay.  Grants 
are  not  made.  Given  these  conditions,  the  conduct  of  an  aggressive  club 
renovation  and/or  construction  program  is  required  to  improve  facilities 
prior  to  merger  with  AAFES.  The  cons t ruct ion/improvement  of  club 
facilities  will  require  a considerable  period  since  it  is  assumed  that  the 
majority  of  the  cost  thereof  will  be  funded  by  nonappropriated  funds. 

k.  The  replacement  of  appropriated  fund  civilian  and  military 
personnel  with  NAF  civilians  will  result  in  increased  funding  of  non- 
appropriated fund  salary  and  wage-fixing  authority.  The  current  financial 
posture  of  clubs  require  significant  improvement  to  offset  the  increased 
costs.  Accordingly,  prior  to  merger  with  AAFES,  a positive  and  aggressive 
program  should  be  conducted  to  accomplish  this  objective. 

l.  AAFES  assumes  that  the  implementation  of  policies  and  procedures 
for  the  DA  drug  and  alcohol  abuse  program  will  impact  adversely  on  bar 
sales.  The  possibility  exists  that  this  could  occur  dependent  upon 
policies  and  procedures  implemented.  However,  there  is  no  precise  method 
to  correlate  the  implementation  of  drug  and  alcohol  abuse  control  policies 
and  procedures  on  club  bar  sales. 
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m.  AAFES  cites  as  additional  disadvantages  (Annex  C)  the  "(12) 
increase  in  marginal/loss  activities,  (13)  cost  of  realignment  of 
exchange/people  to  accommodate  club  functions,  (14)  development  and 
training  of  employees,  (15)  upkeep  and  maintenance  of  clubs,  and  (16) 
increase  in  food  price  to  offset  loss  of  bar  sales."  It  appears  that  some 
of  these  disadvantages  are  based  on  assumptions.  Detailed  study  is 
required  to  determine  costs/benefits  and  the  significance  of  the  above 
factors  as  disadvantages.  Additionally,  insufficient  basis  exists  to 
substantiate  a loss  in  bar  sales  with  a resultant  increase  in  food  prices 
since  the  impact  of  the  DA  drug  and  alcohol  abuse  control  policies  and 
procedures  thereon  cannot  be  accurately  measured. 

n.  The  development  of  a management  information  system  for  the  Army 
club  function  would  be  required.  The  cost  for  development  and  operation 
of  the  system  cannot  be  determined  without  detailed  study.  However,  the 
study  group  does  not  believe  the  cost  would  be  prohibitive  and  the  cost 
would  probably  be  less  than  club's  current  annual  accounting  costs 
(estimated  in  excess  of  $6.0  million). 

o.  Increased  staffing  in  certain  functional  areas  could  be  required. 
It  is  assumed  a Club  Management  Division  would  be  added  in  AAFES  Head- 
quarters. Also,  personnel  with  club  experience  and  expertise  would  be 
added  at  the  regional  and  area  exchange  level.  It  is  also  assumed  that  in 
areas  in  which  several  clubs  currently  exist,  some  could  be  eliminated 
without  impairment  of  services  to  club  patrons.  If  so,  personnel  reduc- 
tions could  be  achieved.  The  additional  staffing  for  AAFES  to  assume  the 
Army  club  system  mission  cannot  be  determined  without  detailed  study. 

p.  The  stringent  enforcement  of  codes  and  regulatory  provisions  for 
fire,  safety,  sanitation,  and  the  handicapped  does  not  appear  to  be  a 
significant  problem,  the  applicable  codes  and  regulatory  provisions  are 
currently  being  enforced  in  most  clubs.  All  club  renovations  and/or  new 
construction  include  these  requirements. 

q.  The  assumption  of  the  club  function  by  AAFES  would  relieve  the 
installation  commanders  of  club  operations.  It  would  also  result  in  a 
loss  of  direct  control  by  HQDA.  However,  indirect  control  can  be 
exercised  by  DA  through  the  AAFES  Board  of  Directors.  Indirect  control  by 
the  installation  commander  can  also  be  exercised  in  the  same  manner  that 
it  is  currently  exercised  for  exchange  operations  (Exchange  Councils). 

r.  The  merger  with  AAFES  would  facilitate  the  operation  of  the  Army 
club  system  with  significantly  reduced  appropriated  fund  resources. 
Military  and  appropriated  fund  civilian  club  managers  would  be  replaced 
with  NAF  civilians.  These  civilians  would  be  administered  under  the  AAFES 


k 


civilian  career  management  program  which  provides  for  centralized  manage- 
ment, upward  mobility,  assignment  flexibility,  and  other  provisions  which 
are  not  authorized  under  current  Department  of  the  Army  NAF  civilian 
personnel  regulations.  The  merger  would  eliminate  the  problems  involved 
in  the  professional  development  of  club  management  officers  under  OPMS  and 
the  personnel  turbulence  currently  encountered  with  the  assignment  of 
military  club  management  personnel  to  fill  worldwide  club  requirements. 
Greater  stability  in  managerial  club  management  positions  would  be 
achieved  with  a resultant  favorable  impact  on  clubs'  service  to  membership 
and  clubs'  financial  posture. 

s.  The  merger  of  the  Army  club  system  with  AAFES  could  be  accomp- 
lished without  the  merger  of  the  Air  Force  club  system.  It  would  be 
desirable  if  both  club  systems  could  be  merged.  If  only  the  Army  club 
system  is  merged,  club  earnings  would  be  equally  shared  by  both  De- 
partments of  the  Array  and  Air  Force  under  AAFES  dividend  distribution 
program.  A problem  could  be  encountered  with  the  distribution  of  Class  VI 
income.  This  is  based  on  the  1972  recommendation  of  the  Subcommittee  on 
Nonappropriated  Funds  of  the  House  Armed  Services  Committee  that  the 
military  services  utilize  the  profits  from  retail  package  beverage  (Class 
VI)  sales  in  CONUS  for  the  benefit  of  the  entire  morale  support  program  at 
the  installation  level.  A merger  with  AAFES  could  result  in  these  profits 
being  distributed  in  a manner  contrary  to  the  recommendation.  Although  a 
potential  problem  area,  it  does  not  appear  to  be  insurmountable.  The 
profits  could  be  collected  by  AAFES  and  could  be  distributed  to  the  Army's 
Morale  Support  Fund  for  redistribution  to  Army  installations.  Any 
distribution  system  implemented  that  differs  from  the  congressional  recom- 
mendation could  result  in  adverse  congressional  reaction  unless  the  action 
has  received  congressional  approval  - 

t.  AAFES  has  concluded  that  a merger  of  Array  clubs  and  exchanges  will 
impact  adversely  on  the  favorable  image  that  AAFES  currently  enjoys.  The 
basis  for  this  conclusion  is  that  if  the  merger  were  directed,  AAFES  would 
be  required  to  immediately  initiate  aggressive  action  to  "(1)  improve  and 
standardize  customer  service  levels,  (2)  update,  improve  and  repair 
facilities,  and  the  need  to  improve  earnings  is  certain.  It  is  equally 
certain  that  there  is  no  effective  way  to  elaborate  or  otherwise  convince 
the  military  club  patronage  why  such  actions  must  be  sustained  by 
increasing  club  prices  (i.e.,  each  club  must  be  self-sustaining)."  The 
study  group  concurs  that  the  implementation  of  the  quoted  actions  and 
substantial  increases  in  prices  would  impact  adversely  on  AAFES'  image. 
However,  the  adverse  impact  would  be  reduced  if  HQDA  and  commanders  had 
taken  positive  and  aggressive  action  to  improve  clubs'  facilities  and 
financial  posture  prior  to  the  merger.  The  extent  to  which  such  improve- 
ments had  been  accomplished  could  eliminate  the  necessaity  to  impose 
higher  club  prices. 
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6.  Advantages  and  Disadvantages. 

a.  The  merits  of  adopting  this  alternative  were  evaluated  against  the 


following  criteria. 

(1)  Organizational  effectiveness. 

(2)  Surveillance. 

(3)  Training  and  assistance. 

(4)  Initial  Cost  Savings. 

(5)  Cost  Avoidance  potential. 

(6)  Military  club  management  career  program. 

(7)  Personnel  impact. 

18)  Continuity  of  operations. 

(9)  Congressional  desires. 

(10)  Tradition. 

(11)  Ability  to  offset  the  withdrawal  of  club  appropriated  fund 
support . 

(12)  Employment  of  civilian  managers. 

b.  Organizational  Effectiveness. 

(1)  Advantages. 

(a)  Reduces  competition  between  clubs  and  exchanges  in  the  food 
service  area. 

(b)  Provides  clubs  with  single  line,  goal  oriented  management. 

(c)  Provides  management  with  control  of  all  resources  necessary  to 
accomplish  goals. 

(d)  Provides  an  established  management  structure,  with  geographic 
organizat ion , for  supervision  and  operation  of  clubs. 

(e)  Provides  a realistic  span  of  control  for  regional  and  area 
managers. 
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(f)  Increases  centralization  of  commercial  type  operations  under  a 
single  organization. 

(g)  Relieves  the  installation  commander  of  an  additional  administra- 
tive burden. 

(2)  Disadvantages. 

(a)  Removes  clubs  from  operational  control  of  commanders  whose 
personnel  are  served. 

(b)  Contribute  to  members'  perception  that  they  are  losing  "their 
club. " 

(c)  Could  adversely  impact  on  other  nonappropriated  fund  activities 
and  functions  (i.e.,  CAO,  CPO,  RIMP,  GRIP,  etc.). 

(d)  Possible  reduction  in  installation  support  for  club  operations. 

c . Surveillance  Capability. 

(1)  Advantage.  Provides  for  surveillance  of  operations  within  the 
organi zat ion . 

(2)  Disadvantage.  May  reduce  the  effectiveness  of  the  surveillance 
effort  by  limiting  role  of  outside  agencies  (CID,  DAIG). 

d.  Training  and  Assistance. 

(1)  Advantage.  Provides  resources  for  training  and  assistance  within 
the  organizational  framework. 

(2)  Disadvantage.  None. 

e . Initial  Cost  Savings. 

(1)  Advantage.  None. 

(2)  Disadvantages. 

(a)  Initial  cost  of  adopting  current  systems  to  AAFES  configuration 
may  be  high. 

(b)  Could  result  in  the  loss  of  membership  dues  (approximately  $15 
million). 
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f . Cost  Avoidance  Potential. 

(1)  Advantage.  Provides  an  established  organization  with  systems  for 
personnel,  financial  reporting,  controls,  procurement,  engineering,  train- 
ing, legal  and  administrative  services. 

(2)  Disadvantage.  None. 

g.  Military  Club  Management  Career  Program.  N/A. 

h.  Personnel  Impact. 

(1)  Advantages. 

(a)  Provides  increased  opportunity  for  viable  civilian  career 
programs  in  clubs. 

(b)  Eliminates  personnel  turbulence  in  the  assignment  and  utili- 
zation of  military  club  managers. 

(2)  Disadvantages. 

(a)  Will  cause  personnel  turbulence  in  initial  stages. 

(b)  Possible  loss  of  experienced  club  management  personnel  who  are 
unwilling  to  relocate. 

i . Continuity  of  Operations. 

(1)  Advantage.  After  initial  stages,  provides  continuity  of  policy, 
plans,  and  programs. 

(2)  Disadvantage.  Initial  period  of  organization  will  be  disruptive. 

j.  Congressional  Desires. 

(1)  Advantage.  Centralizes  management  of  clubs,  in  compliance  with 
congressional  desires. 

(2)  Disadvantage.  Addition  of  club  management  mission  may  raise 
AAFES  visibility  and  scrutiny  by  Congress  and  outside  organizations. 

k.  Tradition. 

(1)  Advantage.  None. 
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(2)  Disadvantage.  This  alternative  does  not  comply  with  tradi- 
tional assignment  of  authority  and  responsibility.  Additionally,  the 
adoption  of  this  alternative  could  result  in  clubs  being  managed  as 
feeding  and  entertainment  activities  with  loss  of  their  traditional 
membership  status. 

l.  APF  Offset. 

(1)  Advantages. 

(a)  Centralization  and  use  of  standard  systems  can  result  in  savings 
which  offset  in  part  the  APF  support  now  provided  to  clubs. 

(b)  Single  organization  control  of  resources  allows  leveling  between 
profitable  and  marginal  clubs. 

(c)  Provides  an  integrated  system  for  the  establishment  and  accomp- 
lishment of  financial  objectives  necessary  to  improve  the  ability  of  each 
club  system  to  offset  loss  of  APF  support. 

(d)  Facilitates  the  development  and  execution  of  the  planned  replace- 
ment of  militarv  with  NAF  personnel. 

(e)  Permits  maximum  utilization  of  cash  assets  to  achieve  financial 
independence  from  APF  support. 

(2)  Disadvantages.  The  period  of  transition  and  organization  could 
produce  an  initial  loss,  system-wide,  while  club  requirements  are  adopted 
to  AAFES  systems. 

m.  Employment  of  Civilian  Managers. 

(1)  Advantages. 

(a)  Single  organizational  control  would  enhance  the  career  opportuni- 
ties for  managers. 

(b)  Permits  the  use  of  an  established  NAF  career  program. 

(c)  Would  facilitate  the  recruitment  of  NAF  employees  through  a 
centralized  recruitment  program. 

(2)  Disadvantage.  Transition  may  initially  produce  a loss  of 
experienced  managers  who  are  unwilling  to  transfer  to  AAFES  control. 
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7.  Risks . Selection  of  this  alternative  involves  the  following  risks: 


a.  Commanders  may  diminish  installation  and  logistical  support  of 
club  operations. 

b.  The  business  approach  accompanying  a vertical  system  may  over- 
emphasize profit  at  the  expense  of  member's  welfare. 

c.  Increased  visibility  and  scrutiny  by  Congress  and  outside 
organizations  may  result  in  regulations  which  could  prove  detrimental  to 
both  exchange  and  club  operations. 

d.  Club  operations  may  be  assigned  a lower  priority  by  AAFES  thus 
placing  clubs  in  a secondary  position. 

e.  Clubs  may  lose  their  membership  status  and  the  tradition 
associated  therewith  and  may  be  managed  by  AAFES  as  restaurant  type 
act ivit ies . 

8.  Conclusions . 

a.  The  merger  of  the  Army  club  system  with  AAFES  is  not  considered  a 
viable  alternative  for  the  management  of  Army  clubs  in  the  short  or  mid- 
range. It  could  be  a viable  alternative  for  the  management  of  the  Army 
club  system  in  the  long-range  if  appropriated  fund  club  support  were 
significantly  curtailed  or  withdrawn. 

b.  AAFES  possesses  the  organizational  structure  and  communication 
network  to  operate  Army  clubs.  However,  personnel  augmentation  would  be 
required  to  provide  the  management  expertise  to  manage  clubs. 

c.  AAFES  is  not  receptive  to  assuming  the  centralized  management  of 
Army  clubs  as  membership  organizations  but  would  be  receptive  to  managing 
clubs  as  strictly  "feeding  and  entertainment  activities"  opened  to  all 
eligible  patrons. 

d.  The  AAFES  support  services  that  are  available  to  the  Army  club 
system  on  a cost  reimbursable  basis  should  be  used  to  the  maximum  extent 
possible. 

9.  Recommendations . 

a.  That  the  merger  of  the  Army  club  system  with  AAFES  not  be  con- 
sidered a viable  option  at  this  time. 

b.  That  HQDA  and  installation  commanders  use  AAFES  support  services 
to  the  maximum  extent  possible  when  such  use  is  more  cost  effective. 
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I.  Introduction 


1.  On  8 January  1975,  the  Commander  of  the  Army  and  Air  Force 
Exchange  Service  (AAFES),  directed  the  establishment  of  an  Operations 
Study  Croup  on  AAFES  Assumption  of  Army  and  Air  Force  Commissary  Stores. 
The  study  group  was  charged  with  the  development  of  a concept  for  AAFES 
assuming  the  responsibility  for  operating  Army  and  Air  Force  Commissary 
stores  worldwide  (excluding  troop  issue  functions). 

2.  References: 

a.  10  United  States  Code  4621  and  9621. 

b.  Section  814,  Department  of  Defense  (DOD)  Appropriation  Act,  1975 
(Public  Law  93-437). 

c.  Armed  Services  Commissary  Store  Regulations  (ASCSR),  DOD  Directive 
1330.17. 

d.  Armed  Services  Exchange  Regulation  (ASER),  DOD  Directive  1330.9. 

e.  Army  Commissary  Operating  Procedures,  Army  Regulation  (AR)  31-200. 

f.  Air  Force  Commissaries,  Air  Force  Regulation  (AFR)  145  series. 

g.  Exchange  Service  AR  60  series/AFR  147  series. 

II.  Legal  Considerations 

3.  References  2a  and  b limit  the  cost  which  may  be  included  in  the 
price  to  the  customer.  Statutory  changes  will  be  required  to  add 
personnel  costs  and  other  appropriated  fund  support  costs  which  are 
expected  to  be  withdrawn.  The  regulations  referred  to  above  (2c  through 
g)  pertain  to  a specific  type  of  resale  activity  and  if  AAFES  is 
designated  as  the  operating  activity,  they  must  be  replaced  by  a single 
series  which  will  authorize  AAFES  to  provide  the  additional  subsistence 
item  categories  and  to  properly  reflect  the  additional  assigned  mission. 
DOD  regulation  changes  will  require  approval  of  the  House  Armed  Services 
Committee. 

4.  To  financially  integrate  the  commissary  with  AAFES,  a DOD  waiver 
of  compliance  with  the  working  fund  concept  of  the  st  tute  would  be 
necessary.  Use  of  existing  buildings  and  improvements  is  legally  sustain- 
able. Transfer  of  existing  commissary  inventories  to  /AAFES  without 
reimbursement  may  require  a legislative  change. 
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lit.  Background 


5.  The  subject  of  AAFES  managing  the  Army  and  Air  Force  Commissaries 
has  arisen  in  the  past.  In  May  1970,  Department  of  the  Army  requested 
AAFES  to  develop  a position  paper  on  the  feasibility  of  AAFES  assuming 
complete  responsibility  for  the  operation  of  Army  and  Air  Force 
commissaries.  AAFES  concluded  that  operation  of  commissaries  was  feasible 
and  that  the  most  desirable  method  of  operation  was  total  assumption  of 
the  management  and  operation  of  the  stores  (excluding  troop  issue)  by 
merging  the  activity  into  the  AAFES  organization;  thus,  converting  the 
resale  function  into  a nonappropr iated  fund  activity.  It  was  estimated  at 
that  time  that  a net  increase  to  the  patron  under  this  concept  would  be 
15%  in  addition  to  3%  surcharge  with  no  provision  for  a construction 
program. 

6.  AAFES  has  advised  the  Departments  of  the  Army  and  the  Air  Force 
that  it  has  the  expertise  to  operate  the  Army  and  Air  Force  commissary 
stores  if  such  action  is  directed. 

IV.  Assumptions 

7.  The  proposed  AAFES  concept  for  the  operation  of  commissaries  is 
based  upon  the  following  assumptions: 

a.  Troop  issue  commissary  functions  will  be  retained  by  the 
departments . 

b.  Commissaries  will  be  operated  as  a nonappropr iated  fund  activity. 

c.  Present  statutes,  DOD  directives  and  departmental  regulations  will 
be  changed  as  required. 

d.  AAFES  will  not  be  required  to  generate  earnings  for  central 
welfare  distribution  from  commissary  store  operations. 

e.  Employees  assigned  to  commissary  store  functions  will  be  nonappro- 
priated  fund  employees.  'Former  civil  service  employees  may  be  hired  by 
AAFES  as  new  employees.  TAB  B provides  a plan  for  the  conversion  of 
commissary  store  civil  service  personnel  to  the  DOD  nonappropriated  fund 
personnel  program  which  should  reduce  the  potential  personnel  turbulence. 

f.  Assumption  of  commissary  operations  will  be  accomplished  on  a 
phased  schedule  during  the  period  1 October  1975  through  30  September 
1976. 

g.  Entitlements,  patronage  control,  and  identification  procedures 
will  be  the  same  as  for  other  exchange  activities. 
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h.  Appropriated  fund  support  will  be  phased  out  by  30  September  1976. 
By  1 October  1976  the  support  will  be  the  same  as  presently  provided  to 
exchanges,  such  as  executive  military  supervision  of  operations,  movement 
of  merchandise,  supplies,  and  equipment  to  and  from  oversea  areas  on  a 
nonreimbursable  basis,  providing  of  adequate  and  suitable  facilities  and 
services,  including  buildings,  security,  fire  protection,  veterinarian 
inspection  services,  communications  (use  of  DOD  Automatic  Voice  Network 
(AUT0V0N)  and  Automatic  Digital  Network  (AUTODIN),  sanitation  services, 
and  utilities  in  oversea  areas. 

i.  AAFES  will  establish  variable  merchandise  markup  schedules  so  that 
price  increases  for  subsistence  items  can  be  minimized. 

j.  AAFES  commissary  stores  will  be  initially  established  and  operated 
in  present  commissary  facilities. 

k.  Commissary  facilities,  equipment,  and  fixtures  will  be  transferred 
to  AAFES  on  a nonreimbursable  basis. 

l.  Initial  inventories  (onhand  and  due-in)  will  be  transferred  to 
AAFES  on  a nonreimbursable  basis. 

m.  Change  funds  currently  in  use  in  commissary  stores  will  be 
transferred  to  AAFES  on  a nonreimbursable  basis. 

n.  Procurement  will  be  accomplished  in  accordance  with  AAFES  procure- 
ment policies  and  procedures.  AAFES  will  be  authorized  to  order 
merchandise  for  resale  in  commissary  stores  from  Defense  Department  Supply 
Bulletins  and  Defense  Personnel  Support  Center,  as  necessary. 

o.  A master  stock  assortment  for  commissary  stores  will  be 
established  by  AAFES. 

p.  Operating  hours  at  commissary  stores  will  be  established  by  AAFES 
in  coordination  with  local  commanders. 

q.  Residual  surcharge  funds  will  be  transferred  by  the  departments  to 
AAFES. 

V.  Cost  Analysis 


8.  The  operating  statistics  for  the  Army  and  Air  Force  Commissary 
operations  for  Fiscal  Year  (FY)  1974  were  reviewed  to  establish  a basis 
for  projecting  the  operating  costs  that  could  be  expected  with  the  total 
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purpose  of  this  study,  a 5%  factor  was  used  for  indirect  cost.  This 
compares  with  estimated  indirect  cost  of  5 % in  the  Office  of  Management 
and  Budget  (OMB)  Study.  A factor  of  1%  of  sales  was  added  to  fund  a 
construction  program.  The  analysis  (TAB  A)  indicates  operating  costs  on  a 
breakeven  basis  at  the  time  of  total  reimbursement  and  under  existing 
organization  would  be  approximately  18.6%  of  sales  at  cost.  If  AAFES  was 
required  to  operate  commissaries  under  a management  fee  concept,  the  fee 
should  be  18.6%  of  sales  at  cost  less  any  surcharge  paid  by  the  patron. 

9.  The  existing  commissary  operating  costs  could  be  reduced  if  there 
was  full  integration  of  the  commissary  system  into  the  AAFES  organization 
and  mechanized  systems,  as  further  discussed  in  Section  VI  of  this  study. 

10.  The  addition  of  an  estimated  $2  billion  annually  to  the  AAFES 
cash  flow  could  result  in  a modest  improvement  in  the  AAFES  cash  position. 
Since  AAFES  has  an  established  network  of  bank  accounts  to  support  current 
operations,  new  bank  accounts  in  most  cases  would  not  be  required  for  the 
commissary  operations.  This  would  impact  favorably  on  the  overall  AAFES 
cash  position  because  of  the  additional  cash  flow  provided  by  the 
commissary  operation. 

VI.  Concept  of  AAFES  Operation  of  Commissary  Stores  as  a Nonappropriated 
Fund  Activity 


11.  There  is  great  similarity  between  the  AAFES  and  the  commissary 
systems  in  basic  mission  and  functions.  Both  exchange  stores  and 
commissary  stores  are  generally  self-service  operations  with  central 
checkouts  and  require  patronage  control.  An  exchange  exists  at  every 
installation  now  having  a commissary  store,  although  there  is  not 
necessarily  a commissary  store  at  every  installation  having  an  exchange. 
AAFES  currently  stocks  many  of  the  items  available  at  commissary  stores  in 
its  exchanges  and  convenience  stores.  AAFES  has  extensive  experience  and 
expertise  in  merchandise  management  and  mechanized  systems  for  merchandise 
management,  accounting,  payroll,  and  personnel  management.  AAFES  has  a 
worldwide  retail  organization  in  place  for  accomplishment  of  management 
and  operational  functions,  and  for  procurement  and  distribution  processes. 
If  so  directed,  commissary  operations  could  be  merged  into  AAFES  existing 
organization. 

12.  Integration  of  the  commissary  operations  into  AAFES  existing 
organization  and  conversion  of  current  commissary  store  manual  operations 
in  procurement,  stock  control,  and  accounting  to  AAFES  mechanized  systems, 
should  achieve  substantial  economies  of  operation.  Such  a merger  would 
result  in  centralized  management  control  at  Headquarters,  AAFES,  and 
decentralized  operational,  and  technical  control  at  area,  regional,  and 
oversea  system  levels.  The  merger  would  enable  utilization  of  common 
support  services,  avoid  costs  in  duplication  of  functions,  and  enable  most 
effective  utilization  of  available  expertise. 
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13.  These  operational  factors  support  the  feasibility  of  merging  the 
commissary  store  systems  with  the  exchange  systems.  There  are  differences 
between  supermarket  and  department  store  operations,  which  must  be 
recognized.  The  extreme  low  margin  in  grocery  operations,  essential  to 
protection  of  customer  benefits  would  require  intensive  management  of  high 
in-stock  efficiency  for  high  volume  sales,  aggressive  control  of  direct 
operating  expenses,  and  rapid  high  turn  of  inventories.  A lack  of 
recognition  of  these  differences  would  have  adverse  implications  with 
respect  to  customer  service  and  benefits. 

ORGANIZATION 

14.  Headquarters,  AAFES,  would  assume  overall  management 
responsibility  which  includes  the  existing  departmental  level  management 
and  supervision  functions.  AAFES  vertical  control  of  commissary  store 
operations  would  be  consistent  with  the  integrated  management  of  exchanges 
with  Commander,  AAFES,  and  command  responsibilities  as  defined  in  depart- 
ment regulations. 

15.  The  AAFES  continental  United  States  (CONUS)  regions,  area 
exchanges,  and  oversea  systems  would  assume  operational  control  with  those 
responsibilities  of  store  management  and  operating  performance. 

16.  All  functions  would  be  aligned  with  and  integrated  into  the 
existing  AAFES  organizational  alignment,  and  would  be  accomplished  at  the 
organizational  level  at  which  exchange  functions  are  accomplished.  AAFES 
nonappropr iated  fund  procurement  procedures  would  be  utilized  and  procure- 
ment accomplished  in  accordance  with  AAFES  procurement  policies. 

Employees  would  be  subject  to  AAFES  personnel  policies. 

17.  Augmentation  of  staffing  at  AAFES  headquarters,  region,  area,  and 
oversea  system  headquarters  levels  would  take  cognizance  of  the 
aforementioned  differences  in  operation  of  grocery  stores  and  department 
stores.  Executive  positions  requiring  the  necessary  expertise  and  at  the 
appropriate  grade  level  would  be  established  to  provide  concentrated 
specialized  attention  and  management  control  to  this  phase  of  the 
operation. 

18.  Any  directive  for  AAFES  to  assume  operational  control  of 
commissary  stores  as  a nonappropriated  fund  activity  should  provide  suffi- 
cient time  for  AAFES  to  validate  staffing  and  space  requirements  at 
headquarters  level,  determining  staffing  patterns  for  regions,  oversea 
systems,  area  exchanges,  and  store  level,  and  to  develop  job  descriptions. 
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PRICING 


19.  The  AAFES  pricing  policy  with  respect  to  exchanges,  to  provide 
prices  to  customers  at  a differential  below  commercial  retail  prices, 
while  achieving  earnings  objectives  and  maintaining  a sound  capital 
structure,  would  apply  to  AAFES  commissary  stores.  Since  there  will  be  no 
departmental  requirement  for  dividends  from  commissary  stores,  the 
commissary  store  earnings  objective  would  be  to  offset  all  costs  for  a 
break-even  operation,  including  a new  construction/renovation  program. 

The  pattern  to  price  at  a differential  below  retail  prices,  would  aim  for 
a higher  differential  for  basic  food  items,  meat,  dairy,  and  perishables 
than  for  general  merchandise  or  nonfood  items.  A market  basket  survey 
would  reflect  favorable  levels  of  savings. 

20.  The  variable  markup  method  of  pricing  is  considered  essential  to 
the  pricing  policy,  to  enable  competitive  pricing  with  commercial  estab- 
lishment on  certain  items,  and  to  recover  a portion  of  costs  from  sale  of 
nongrocery  items  at  a higher  markup  than  would  be  applied  to  food  items. 

21.  Data  available  from  a Cornell  University  study  of  5,600 
conventional  supermarkets  during  1973/1974  indicated  the  average  gross 
margin  realized  was  20.9%,  with  a net  profit  of  .6%.  The  conventional 
supermarket,  because  of  their  existing  share  of  the  commercial  market,  is 
viewed  as  the  most  appropriate  for  operational  comparison  with  projected 
AAFES  operations.  However,  according  to  the  Retail  Intelligence  System 
(RIS)  of  Management  Horizons,  Inc.,  the  conventional  supermarket  is 
becoming  increasingly  obsolete.  It  is  imperiled  by  an  accelerated  growth 
rate  of  super  stores  and  jumbo  markets.  According  to  RIS,  the 
conventional  supermarket: 

Lacks  size  to  compete  on  a sales  mix  basis  with  the  super  store. 

It  is  too  large  to  economically  compete  with  convenience  food  stores. 

Low  profitability  makes  it  very  susceptible  to  adverse  effects  of 
market  saturation. 

The  ultimate  competition  that  AAFES  would  eventually  face  in  commissary 
store  operation  is  the  jumbo  supermarket,  or  food  warehouse. 

22.  AAFES  can  operate  commissary  stores  at  lower  costs  than  now 
experienced  with  appropriate  funds  or  by  conventional  supermarkets,  and  at 
the  same  time  provide  for  construction  program  of  approximately  1%  of 
sales.  AAFES  would  experience  no  cost  for  advertising,  taxes,  or  profit 
objective.  Direct  payroll  expenses  would  be  reduced,  through  the  imple- 
mentation of  automated  procedures,  greater  use  of  part-time  personnel,  and 
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the  alignment  of  commissary  functions  into  a similar  posture  as  AAFES. 

The  addition  of  $2  billion  sales  revenues  to  AAFES  cash  flow  would  broaden 
the  base  of  overhead  allocations  and  reduce  the  overhead  percentage. 

23.  Determination  of  projected  operating  costs  with  AAFES  would 
recover  through  markups,  and,  therefore,  determination  of  the  sell  price 
level  differential  below  commercial  prices  can  best  be  demonstrated  by  the 
following  operational  comparison.  Reflected  here  in  an  operational 
analysis  of  conventional  supermarkets  based  on  the  Cornell  study,  and  the 
AAFES  projection  based  on  best  estimates. 
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ANNEX  B TO  APPENDIX  11-D 

COPY  OF  LETTER  FROM  COMMANDER  AAFES  TO  CSA,  29  APR  77, 
RE  AAFES  ASSUMPTION  OF  POST/ BASF  SUPPORT  MISSIONS 


DEPARTMENTS  OF  THE  ARMY  AND  THE  AIR  FORCE 
HEADQU AH1 E RS  ARI.'Y  AND  AIR  FORCE  EXCHANGE  SERVICE 
OALLAS.  TEXAS  75222 

29  April  1977 


OFFICE  OF  THE  COMMANDS  '4 


General  Bernard  W.  Rogers 
Chief  of  Staff 
United  States  Army 
Washington,  D.  C.  20310 


Dear  General  Rogers: 

During  my  visit  with  you  on  6 April,  I discussed  briefly 
some  of  Che  key  aspects  of  AAFES  operations,  particularly: 

1.  The  need  of  troop  orientation  with  regard  to  AAFES 
operations  and  its  benefits  to  them. 

2.  The  potential  for  AAFES  to  assume  a greater  role  in 
performing  the  post/base  support  mission  of  nurseries,  bowling 
alleys,  golf  courses,  laundries,  etc. 

If  given  proper  consideration  militarily  and  politically, 
AAFES  could  provide  beyond  its  present  operations,  a substantial 
measure  of  relief  from  use  of  appropriated  and  non-appro pri-: ted 
funds..  AAFES  offers  an  excellent  command  to  manage  nurseries, 
laundries,  bowling  alleys,  golf  courses,  tennis  courts,  clubs 
and  messes,  etc.  In  assuming  a broader  supportive  role,  AA7ES 
should  be  freed  of  all  restrictions  or.  seLl  of  many  of  the  now 
prohibited  iters  in  order  to  hold  cusccr.tr  prices  at  an 
acceptable  level.  This  would,  among  other  things,  allow  the 
military  to  look  after  its  own,  particularly  the  families  of  the 
lower  ranking  military  men  and  women. 


General  Bernard  U.  Rogers 


29  April  1977 


My  discussion  with  regard  to  the  commissaries  I feel  needs 
some  repeating  and  amplification.  With  your  indulgence,  1 would 
like  to  put  forth  some  possible  solutions  to  the  commissary  issue. 

The  commissary  systems  are  placed  in  the  untenable  position 
of  trying  to  provide  a high  level  of  customer  service  and  savings 
while  at  the  sane  time  achieving  major  increases  .in  operating 
efficiencies.  Operating  within  present  regulatory  constraints 
prohibits  achieving  those  efficiencies  that  are  readily  available 
to  the  commercial  supermarket.  The  actions  of  the  services  to 
form  centralized  commissary  systems  are  conr.endable.  Though 
actions  taken  have  resulted  in  less  costly  operations  while 
maintaining  appreciable  customer  savings,  the  efficiency  of  the 
system  is  obstructed  by  its  non-competitive  aspects.  The  savings 
to  the  customer  should  and  could  be  suostantially  greater.  The 
primary  savings  must  be  assured  by  personnel  conversion  to  MAF 
and  adoption  of  AAFES  procurement  procedures. 

The  continuing  erosion  of  the  total  military  benefits 
package  requires  a prompt,  direct  solution  to  preserve  those 
remaining  benefits.  The  final  configuration  in  my  view  to  the 
present  system  should  be  a single  US  Army  and  US  Air  Force  military 
coooand,  relieved  of  both  diverse  local  pressures  unrelated  to  the 
basic  commissary  mission  and  civil  service  personnel.  These 
regulations  do  not  permit  optimum  operating  efficiencies.  This 
command  could  be  integrated  with  AAFES  or  remain  separate.  There 
Is  In  my  opinion  an  urgent  need  to: 

1.  Integrate  the  Army  and  Air  Force  commissaries  into  a 
single  command  or  as  a part  of  AAFES  resale  mission.  Either  way 
the  command  would  extend  the  proven  efficiencies  of  such  a structure 
to  the  complete  resale  segment  of  the  military  benefits  package. 

2.  Convert  the  present  Army  and  Air  Force  commissary  staff 
from  the  constraining  civil  service  system  to  a nonappropriated  fund 
program  which  would  provide  the  flexibility  necessary  to  achieve 
the  operating  efficiencies  of  commercial  supermarkets.  This  con- 
version would  require  a one-time  congressional  appropriation  of 
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General  Bernard  W.  Rogers 


29  April  1977 


approximately  $251  million.  The  amount  of  the  appropriation 
represents  only  he  accrued  civil  service  retirement  liability  for 
personnel  of  the  Army  and  Air  Force  commissary  systems. 

3.  Retain  congressional  appropriations  for  the  Army  and 
Air  Force  commissary  operations  at  present  levels.  The  difference 
between  the  total  appropriations  ar.d  the  reduced  costs  produced 

by  more  efficient  operations  would  be  passed  on  to  the  customer 
In  reduced  prices. 

4.  The  proposed  command  would  provide  the  management 
•yatem  to  effectively  manage  and  control  worldwide  resale 
activities;  to  establish  a personnel  system  with  the  flexibility 
necessary  to  more  extensively  use  part-time  personnel,  transfer 
specialized  skills  as  necessary  and  better  match  personnel - 
resources  to  customer  service  requirements;  and  to  achieve  the 
consolidated  procurement  base  and  flexible  procurement  policies 
necessary  to  maximize  the  price  advantage  for  the  commissary 
patron.  It  is  estimated  that  this  course  of  action,  coupled  with 
the  efficiencies  that  can  be  achieved  in  operations  would  result 
in  savings  of  at  least  $60  million  below  projected  operations 
cost  for  the  present  centralized  commissary  systems.  This  would 
translate  to  an  additional  3.5Z  savings  to  the  customer  for  basic 
food  Items. 

A configuration  leaving  the  present  commissary  commands  as 
they  are  now  organized  could  be  aided  in  a substantial  manner  bv 
AAFES.  The  operating  efficiences  available  to  AAFE3  could  be 
extended  to  the  existing  Army  and  Air  Force  commissary  organizations 
through  a direct  support  program.  AAFES  would  provide  comprehensive 
procurement  support  to  the  Army  and  Air  Force  commissaries  for 
those  commodities  where  procurement  advantages  could  be  realized 
In  such  areas  as  consolidation  of  requirements,  volume  discounts  or 
extended  delivery  terms.  The  existing  AAFES  merchandise  management 
and  control  systems  would  be  applied  to  Army  and  Air  Force  com- 
missary operations  to  gain  additional  efficiencies  from  increased 


General  Bernard  W.  Rogers 


29  April  1977 


inventory  turns,  improved  in-stock  efficiency  and  reduced  merchan- 
dise processing  costs.  This  capability  could  be  provided  by 
assigning  AAFES  the  responsibility  to  manage  the  stock  assortment 
control,  pricing  and  procurement  functions  for  Army  and  Air  Force 
commissaries.  This  program  would  retain  commissary  activities  as 
appropriated  fund  entities  while  realizing  the  benefits  of  AAFES 
consolidated  procurement  procedures.  Such  a program  would  produce 
savings  of  approximately  $40  million  or  an  additional  2.32 
savings  to  the  customer  for  basic  food  items. 

Engineering  support  in  store  construction  by  AAFES  offers 
at  least  a 102  additional  savings  over  present  Corps  of  Engineer 
experience. 

Best  wishes. 


Major  General,  USA 
Commander 
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ANNEX  C TO  APPENDIX  11 -D 

COPY  OF  LETTER  FROM  HQ  AAFES  TO  TAG,  2 MAY  77, 
SUBJECT:  ARMY  CLUB  MANAGEMENT  STUDY 


DEPARTMENTS  OF  THE  ARMY  AND  THE  AIR  FORCE 

HEADQUARTERS  ARMY  AND  AIR  FORCE  EXCHANGE  SERVICE 
DALLAS.  TEXAS  75222 


AAFES-PL-P  2 

SUBJECT:  Army  Club  Management  Study 


The  Adjutant  General 

Department  of  the  Army 

Attention:  Director  of  Club  Management 

Forrestal  Building 

1000  Independence  Avenue,  S.W. 

Washington,  D.C.  20314 


1.  Reference  Department  of  the  Army  (DA)  Club  Management  Study  Team's 
visit  12-14  April  1977  to  Headquarters,  Army  and  Air  Force  Exchange 
Service  (AAFES). 

2.  It  is  understood  that,  among  the  various  objectives  being  studied 
by  DA  to  identify  a management  structure  to  cope  with  club  problems, 
three  alternatives  are  being  considered:  (1)  stay  within  existing  or- 
ganization structure,  with  modification;  (2)  establish  a separate  club 
command  similar  to  AAFES;  and  (3)  incorporate  an  "Army  Club  Management 
Division"  within  the  AAFES  as  a major  and  separate  activity. 

3.  AAFES  comments  to  the  above  alternatives  are  as  follows:  Under 
alternatives  (1)  and  (2)  above,  AAFES  is  prepared  to  provide  certain 
specific  support  functions  on  a reimbursable  basis  (see  Inclosure  1). 

In  regard  to  alternate  (3)  above,  AAFES  has  the  management  expertise 
and  organization  necessary  to  operate  the  Army  Club  System,  if  directed. 
Some  disadvantages  and  advantages  to  the  AAFES  are  provided  at  Inclosure 
2.  Also,  a listing  of  some  advantages  and  disadvantages  to  DA  may  be 
found  at  Inclosure  3. 

4.  In  summary,  there  is  no  significant  cumulative  advantage  to  AAFES 
under  alternate  (3) . Conversely,  several  major  disadvantages  must  be 
viewed  as  serious  risks;  i.e.,  loss  of  appropriated  fund  support  (approxi- 
mately $27  million) , loss  of  membership  dues  (approximately  $20  million) 
and  certain  deterioration  of  AAFES'  image  as  a viable  military  benefit. 

5.  If  AAFES  were  directed  to  assume  operation  of  the  Army  Club  System, 
the  immediate  need  for  aggressive  action  to  (1)  improve  and  standardize 
customer  service  levels,  (2)  update,  improve  and  repair  facilities,  and 
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the  need  to  Improve  earnings  is  certain.  It  is  equally  certain  that 
there  is  no  effective  way  to  elaborate  or  otherwise  convince  the  military  club 
patronage  why  such  actions  must  be  sustained  by  increasing  club  prices 
(i.e.,  each  club  must  be  self-sustaining). 

6.  It  is  concluded  that  such  actions  will  surely  deteriorate  the  favor- 
able image  that  AAFES  enjoys  and  must  sustain  if  AAFES  is  to  maintain  its 
visibility  as  a meaningful  and  useful  soldier  and  airman  military  benefit. 

7.  In  the  final  analysis,  it  is  vital  that  AAFES  maintain  its  favorable 
image  with  soldiers  and  airmen  at  large.  For  this  reason  and  the  noted 
imbalance  of  disadvantages  - vs  - advantages  (Inclosure  2) , it  is  not 
recommended  that  the  Army  Club  System  be  incorporated  within  the  AAFES 

as  a major  and  separate  activity. 

FOR  THE  COMMANDER: 


jm 

U&4F 


v jColonel,  USA 
Mchief  of  Staff 


3 Inclosures 
As  stated 


SUPPORT 


1 . Money  management . 

2.  Purchasing  cost  and  expense:  merchandise,  furniture  and  equipment. 

3.  Provide  amusement  machines. 

4.  Provide  contract  concessionaires. 

5.  Provide  bakery  products,  ice  cream  (oversea). 

6.  Provide  institutional  foods. 

7.  Purchase  of  vehicles. 

8.  Provide  bingo  equipment,  supplies  and  prizes. 

9.  Staffing  and  manpower  guidelines. 

10.  Internal  control  system:  food  and  bar. 

11.  Pricing  policy. 

12.  Layout/design. 

13.  Marketing  techniques. 

14.  Audit/inspection. 

15.  Computer  systems  (to  extent  of  capability). 

16.  TRW  check-verification  system. 

17 . Provide  engineering  services  for  construction  and  renovation 
projects . 

18.  Provide  access  to  AAFES  project  documents,  management  and  evaluation 
data. 


ADVANTAGES  DISADVANTAGES 
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APPENDIX  12-A 


ALTERNATIVE  I 

ANALYSIS  OF  TRAVEL  COSTS  AND  STAFFING  REQUIREMENTS 
FOR  THE  TRAINING  AND  ASSISTANCE  EFFORT 


1.  Purpose . The  purpose  of  this  appendix  is  to  determine  the  travel 
costs  associated  with  the  technical  training  and  management  assistance 
visits  to  clubs  under  Alternative  I (Army  Club  Command). 

2.  Background . 

a.  The  Club  Management  Study  1975  completed  an  analysis  of  TDY/ 
transportation  costs  on  Alternatives  I,  II,  and  III  of  that  study. 

b.  The  data  was  based  on  two  United  States  regions  (Washington,  DC 
and  Presidio  of  San  Francisco).  Assumptions  were  applied  to  form  "ground 
rules”  in  order  to  arrive  at  an  equitable  cost.  Per  diem  costs  were  added 
to  transportation  costs  to  arrive  at  an  overall  travel  cost.  The  complete 
analysis  of  travel  costs  associated  with  the  1975  study  are  included  in 
Annex  F of  Volume  II  of  that  study. 

3.  Methodology. 

a.  The  assumptions  and  "ground  rules"  developed  by  CMS-75  were  vali- 
dated for  the  purposes  of  this  study.  The  revised  assumptions  are 
attached  at  Inclosure  1. 

b.  The  geographical  "clusters"  of  clubs  by  area  is  shown  at  Inclosure 
2.  Three  hundred  activities  in  the  27  area  "clusters"  in  CONUS  coincides 
with  the  306  activities  reported  in  1975.  The  eight  area  "clusters"  in 
Europe  consist  of  251  activities,  which  were  not  analyzed  in  this  manner 
in  CMS  75.  The  Far  East  consists  of  four  area  clusters  of  115  activities 
which  includes  Korea,  Taiwan,  and  Okinawa,  which  differs  significantly 
with  the  25  "doors"  reported  in  CMS  75.  However,  the  total  number  of 
activities  worldwide  has  not  varied  significantly  since  1975. 

4.  Analysis. 

a.  A sample  of  the  travel  vouchers  filed  by  members  of  TAGCEN,  CMD 
were  reviewed  to  determine  average  travel  cost  per  man  per  day.  The 
results  were  as  follows: 


UNITED 


STATES 

EUROPE 

FAR  EAST 

Military 

$31.64 

$32.09 

$26.13 

NAF  Civilian  49.88 

45.12 

52.00 

TOTAL 

$81.52 

$77.21 

$78.13 

AVERAGE 

$41.00 

$39.00 

$39.00 

b.  The  total 
computed  based  on 
travel  costs  are 

travel  days  per  area  by  each  geographic  region  were 
the  assumptions.  The  total  required  man-days  and  tot, 
as  follows: 

AREA 

MAN-DAYS 

REQUIRED 

TRAVEL  COST 
AVERAGE 

TOTAL 

TRAVEL  COST 

UNITED 

STATES 

EUROPE 

FAR  EAST 

3,738  x 

2,042  x 

708  x 

$41.00 

39.00 

39.00 

= $153,258 
= 79,638 
= 27,612 

TOTAL  COST  OF  TRAINING  AND  ASSISTANCE 

TRAVEL  ANTICIPATED  FOR  ALTERNATIVE  I 

$260,508 

c.  Based  on  the  assumption,  an  individual  would  be  available  for 
travel  116  days  per  year.  Utilizing  this  information,  the  staffing 
requirement  for  the  training  and  assistance  effort  would  be  as  follows: 

MINIMUM 


CLUB  COMMAND 
REGION 

REQUIRED 

MAN-DAYS 

AVAILABLE 
r MAN-DAYS 

_ 

T&A  STAFFING 
REQUIREMENT 

UNITED  STATES 

3,738 

116 

33 

EUROPE 

2,042 

116 

18 

KOREA 

708 

116 

6 

The  size  and  volume  of  business  of  each  activity  was  rated  in  establishing 
the  area  clusters.  Also,  the  distance  between  activities  within  the  area 
cluster  was  taken  into  consideration.  The  comparison  of  area  cluster  to 
the  proposed  regional  staffing  requirements  of  T&A  effort  is  as  follows: 
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1 


REGION 

AREA 

CLUSTER 

PERCENT  OF 
TOTAL 

PROPOSED 
REGIONAL  T&A 
STAFFING  RQMT 

PERCENT  i 
TOTAL 

UNITED  STATES 

27 

69 

48 

67 

EUROPE 

8 

21 

18 

25 

FAR  EAST 

_4 

10 

_6 

8 

39 

100 

72 

100 

An  overall  rating  was  applied  to  each  area  to  evaluate  the  recommended 
staffing  ratio  based  on  the  number  and  complexity  of  activities.  The  ratio 
was  developed  based  on  the  current  number  and  type  of  activities  "doors"  in 
each  defined  area  and  the  projected  managerial  requirements  proposed  under 
Alternative  I.  This  takes  cognizance  of  the  fact  that  some  activities  are 
currently  being  managed  as  autonomous  entities  which  would  become  inte- 
grated activities,  under  the  direct  supervision  of  a general  manager,  under 
the  proposed  configuration.  It  also  considers  the  time-distance  factor  of 
activities  within  the  area  which  will  require  increased  surveillance.  The 
composite  rating  factors  were  developed  as  follows: 

CURRENT  NUMBER  PROPOSED 


REGION 

OF 

CLUB  ACTIVITIES 

RECONFIGURATION 
UNDER  ALT  I 

RATING  FACTOR 

UNITED  STATES 

409 

300 

1.5 

EUROPE 

260 

251 

1.0 

FAR  EAST 

158 

115 

0.7 

Applying  the  above  factor  to 
70  percent,  provides  for  the 

the  staffing  requirement,  with 
following  staffing  ratio. 

CONUS  region  . 

REGION 

NUMBER  OF 
ACTIVITIES 

FACTOR 

STAFF 

RQMT 

STAFFING 

RATIO 

UNITED  STATES 

300 

1.5 

33* 

13.63 

- 

EUROPE 

251 

1 

18 

13.94 

FAR  EAST 

115 

.7 

6 

13.41 

‘Recognized  at  70  percent  of  total  requirement  for  initial  organiza- 
tion per  the  assumptions. 
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5.  Conclusion. 


a.  The  data  developed  for  this  Alternative  I (Club  Command)  is  com- 
parable to  the  data  used  in  Club  Management  Study  1975. 

b.  The  travel  cost  for  the  technical  training  and  management 
assistance  effort  of  the  Army  Club  Command  is  $260,508. 

c.  The  proposed  staffing  ratio  of  one  individual  to  every  13  average 
club  activities  would  provide  for  one  training  and  assistance  visit  per 
year  for  an  average  of  nine  days. 
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ASSUMPTIONS 


1.  Travel  costs  would  be  greater  than  the  amount  estimated  for 
Alternative  I,  CMS-75,  for  the  additional  onsite  assistance  to  cope 
with  the  problems  associated  with  the  withdrawal  of  APF  support. 

2.  Assistance  visits  will  be  made  to  each  club  annex  of  installation 
club  systems.  Army-wide,  by  area  cluster  on  a rotational  basis  with 
no  required  sequence. 

3.  Personnel  assigned  to  the  training  and  assistance  teams  will  be 
utilized  50  percent  of  the  available  time  in  performing  onsite  assis- 
tance to  club  activities. 

4.  A utilization  factor  of  70  percent  would  be  applied  to  the  total 

man  days  available  in  the  United  States  for  the  training  and  assistance  effort. 
This  factor  would  provide  for  available  man  days  to  overcome  hire 
lags,  unprogramed  requirements,  and  technical  assistance  to  other 
NAFI's  and  priority  of  staffing  to  Europe. 

5.  Personnel  assigned  to  the  training  and  assistance  teams  will  not 
be  scheduled  to  perform  visits  in  excess  of  47  days  (two  calendar 
months) . 

6.  The  average  effort  required  per  activity  within  an  area  would  be 
as  follows: 

UNITED 

STATES  = 12  man  days 

EUROPE  = 8 man  days 

FAR  EAST  = 6 man  days 


INCL  1 


T 


I 


UNITED  STATES  AREA  INSTALLATION 
CLUB  ACTIVITIES 


Number  of 

Area  Number 

Installation 

Activities 

1 

Ft  Richardson 

2 

Ft  Greely 

2 

Ft  Wainwright 

2 

6 

2 

Hawaii 

11 

3 

Ft  Lewis 

9 

4 

Presidio  of  San  Francisco 

2 

Oakland  Army  Depot 

2 

Sierra  Army  Depot 

2 

Sacramento  Army  Depot 

2 

Tracy  Army  Depot 

1 

Sharpe  Army  Depot 

2 

11 

5 

Ft  Ord 

7 

6 

Ft  Carson 

7 

Ft  Douglas 

2 

Fitzsimmons  Army  Hospital 

2 

Defense  Depot  Ogden 

1 

Dugway  Proving  Ground 

2 

Tooele  Army  Depot 

2 

Pueblo  Army  Depot 

1 

• 

Rocky. Mountain  Arsenal 

2 

19 


7 

Ft  Bliss 

4 

White  Sands  Missile  Range 

2 •• 

Yuma  Proving  Ground 

2 

Ft  Huachuca 

4 

12 

8 

Ft  Sill 

7 

INCL  2 


Area  'Number 

* 


Installation 

Ft  Sam  Houston 
Ft  Hood 


10 


Ft  Polk 

Red  River  Army  Depot 
Pine  Bluff  Arsenal 


11 


Ft  Riley 
Ft  Leavenworth 


12 


Ft  Leonard  Wood 
St.  Louis  (AVSCOM) 
St  Louis  (RCPAC) 
Rock  Island  Arsenal 


13 


Ft  Knox 
Ft  Campbell 

Defense  Depot,  Memphis 


14 


Ft  Benning 
Ft  Rucker 
Ft  McClellan 
Redstone  Arsenal 
Anniston  Army  Depot 


15 


Ft  Stewart/Hunter 
Ft  McPherson 
Ft  Gordon 


16 

17 


Panama 

Ft  Buchanan 


18 


Ft  Bragg 
Ft  Jackson 


Area  Number 


Installation 


Number  of 
Activities 


19  Ft  Belvoir  2 

Ft  Lee  6 

Vint  Hill  Farm  2 

Defense  Depot,  Richmond  1 

TJAG  School  1 


12 


20 


Ft  Myer 


3 


21  Ft  McNair 

Cameron  Station 
Arlington  Hall  Station 
Walter  Reed  Army  Hospital 


22  Ft  Meade  2 

Aberdeen  Proving  Ground  7 

Ft  Ritchie  2 

Ft  Detrick  2 

Letterkenny  2 


15 


23  Ft  Eustis  6 

Ft  Monroe  2 

8 


24  Carlisle  Barracks 

IGMR 

Tobyhanna 


2 

4 

2 

8 


25  Ft  Dix  3 

Bayonne  2 

Ft  Monmouth  2 

Ft  Hamilton  3 

West  Point  4 

Defense  Depot,  Philadelphia  1 

Picatinny  2 


17 


Area  Number 


Installation 


Number  of 
Activities 


CONUS  Front 


Ft  Devens 

Natick  Laboratories 
Waterveliet 
Ft  Drum 

Seneca  Army  Depot 

New  Cumberland  Army  Depot 


Ft  Benjamin  Harrison 
Lexington-Blue  Grass  Army  Depot 
Defense  Supply,  Columbus 
Defense  Supply,  Dayton 
Selfridge  - TACOM 
Ft  Sheridan 
Ft  McCoy 


Doors  - Total  = 300 


1 


16 


(N  N H CVJ  M CNJ I r—i  m CS  H CM  ^ N <Mi 


far  east  area  installation 

CLUE  ACTIVITIES 


Area  Number  Installation 


Number  of 
Activities 


Camp  Humphreys 
2d  Infantry  Division 
4th  Missile  Command 
I Corps 


21 

43 

6 

_8 

78 


Taegu  9 

Pusan  4 

13 


Yongsan 


21 


Taiwan  2 

Okinawa  ^ 

3 


USA  Pacific  Front  Doors  - Total  = ] J 5 


fcl 


EUROPE  AREA  INSTALLATION 

CLUB  ACTIVITIES 

Number  of 


Area  Number  Installation  Activities 

1 Frankfurt  10 

Baumholder  6 

Darmstadt  8 

Fulda  5 

Giessen  13 

Hanau  16 

Mainz  4 

Wiesbaden  7 

Aschaf fenburg  4 

Schweinfurt  6 

Wuerzburg  14 

Bad  Kreuznach  6 

99 

2 Mannhe im  5 

Kaiserslautern  6 

Heidelberg  6 

Pirmasens  4 

Worms  3 

Zweibrucken  3 

27 


3 Stuttgart 

Goeppingen 
Heilbronn 
Schwaebisch  Hall 
Karlsruhe 
EUCOM 


15 

8 

6 

2 

6 

_2 

39 


4 Nuernberg  17 

Ansbach  11 

Bamberg  4 

Grafenwohr  19 


51 


5 Augsburg 

Bad  Toelz 
Munich 
Neu  Ulm 
Oberaxnmergau 


i 


r 


Area  Number  Installation 

6 Bremerhaven 


7 Berlin 


8 Vicenza 

Tehran 
Dhahran 
Leghorn 
Cakmakli 

USAEUR  Front  Doors  - Total  = 251 


Number  of 
Activities 


3 


6 


3 
5 

4 
1 
1 

14 
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APPENDIX  13-A 


ARMY  CLUB  FACILITY  IMPROVEMENT  AND  CONSTRUCTION  PROGRAM 


1.  Purpose . This  appendix  identifies  the  need  for  and  proposes  an  Army- 
wide club  facility  improvement  and  construction  loan  program. 


2. 


Background . 


a.  Basic  responsibility  for  developing  and  planning  club  facility 
improvement  and/or  construction  projects  is  vested' in  installation 
commanders.  Club  projects  may  be  funded  from  installation  MCA;  OMA;  club 
nonappropriated  funds;  or  loan  funds  of  central  Army  and  MACOM  club  funds 
and,  in  some  instances,  a mixture  thereof.  All  projects  are  subject  to 
approval  based  on  dollar  thresholds  of  project  cost.  Currently,  projects 
requiring  financial  assistance  are  evaluated  in  relation  to  the  needs  of 
the  installation  but  not  in  relation  to  the  overall  needs  of  the  Army. 

b.  The  Army  Club  Fund  (ACF)  administers  a club  facility  improvement 
program  for  clubs  in  the  United  States.  Loan  funds  of  the  ACF  are 
replenished  at  the  rate  of  $500,000  annually  by  a surcharge  to  the  assess- 
ment for  clubs  in  the  United  States. 

c.  The  USAREUR  Club  Fund  administers  a club  loan  program  that  is 
independent  of  the  DA  program.  Funds  for  that  program  are  generated 
within  USAREUR.  USAREUR  does  not  contribute  to  the  ACF  for  replenishment 
of  DA  loan  funds. 

d.  Clubs  of  other  oversea  MACOM’ s have  not  had  loan  requirements  and 
have  been  able  to  finance  club  facility  improvement  and  construction 
requirements  from  accumulated  earnings  of  individual  clubs.  They  do  not 
contribute  to  the  ACF  for  replenishment  of  DA  loan  funds.  Likewise,  they 
have  not  required  loans  from  the  Army  Club  Fund. 


e.  The  physical  condition  of  clubs  Army-wide  is  poor.  Many  clubs  are 
still  housed  in  World  War  II  buildings  that  are  uneconomical  to  repair  and 
maintain,  are  inadequate  and  should  be  replaced.  Many  clubs  do  not  have 
sufficient  resources  to  fully  fund  needed  facility  improvement  and 
construction  requirements.  Consequently,  these  clubs  will  require 
financial  assistance  from  central  Army  and  MACOM  club  fund  loan  programs. 

A review  of  club  capital  expenditure  budgets  shows  total  programed 
expenditures  of  $86.6  million  for  fiscal  years  1978-1982.  Of  this  total, 
$58.5  million  is  programed  for  renovation  and  construction  of  facilities, 
and  $28.1  million  is  for  purchase  of  furnishing  and  equipment. 
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f.  As  of  mid  year  CY  77,  the  Array  Club  Fund  cash  projection  through 
30  June  1979  showed  a new  loan  approval  margin  of  $8.6  million  presently 
and  $13.7  million  in  1979.  Potential  new  requirements  total  $18.9 
million.  This  projection  is  shown  in  Figure  1,  below: 

FIGURE  1 
ARMY  CLUB  FUND 

Cash  Projection  o/a  June  1979 
($  in  millions) 


Lendable  Funds  on  Hand  $12.6 
Due  Clubs  on  Approved  Loans  - 4.0 
Cash  Now  Available  for  New  Loans  8.6 
Loan  Repayments  (next  24  months)  +2.6 
ACF  Net  Income  (next  24  months)  + 2.5 
New  Loan  Approvals  Margin  13.  7 
Applications  in  Process  - 0.0 
Safe  New  Loan  Approval  Margin  13.7 
Potential  New  Requirements  18.9 
Potential  Deficit  $5.2 


g.  At  present,  installations  which  have  club  facility  improvement 
projects  with  costs  in  excess  of  $75,000  are  required  to  include  the 
project  in  MCA  budgets.  After  a determination  of  the  availability  of 
appropriated  funds,  the  project  is  programed  for  completion,  or  returned 
to  the  installation  as  an  unfunded  item.  At  this  point,  installations  may 
submit  the  project  and  supporting  data,  with  a request  for  a loan  to  the 
Army  Club  Fund  or  the  MACOM  club  fund  as  appropriate. 

h.  This  new  requirement  projection  does  not  include  additional 
requirements  which  may  be  submitted  by  MACOM’s  when  CMD's  Club  Facility 
Improvement  Survey  is  coordinated. 
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i.  A summary  of  the  fund  requirements  for  clubs  in  the  United  States 
outlined  above  reveals  that  a deficit  of  at  least  $14  million  would  exist 
between  requirements  and  assets  under  Alternative  I,  II,  or  III  in  a 
totally  NAF  funded  environment.  This  is  a worse  case  estimation.  As  of 
30  June  1977,  11  of  23  clubs  with  loans  were  not  generating  sufficient  net 
income  (before  depreciation)  to  meet  their  loan  obligations.  This  indi- 
cates that  the  ACF  may  not  have  funds  available  in  the  amounts  projected. 
Additionally,  the  construction  requirements  may  be  understated  since 
additional  projects  will  probably  be  generated  by  MACOM  and  installation 
planning  processes.  The  $14  million  deficit  previously  discussed  is  shown 
in  Figure  2 of  Chapter  13. 

3.  Policy. 

a.  AR  230-60  prescribes  policy  for  submission  and  approval  of  loans 
by  clubs  in  the  United  States  from  the  ACF  for  club  facility  improvement 
and  construction  projects.  Basically,  that  policy  provides  for  approval 
of  loans  for  valid  substantiated  club  projects  if  loan  funds  are  available 
and  if  the  club  concerned  can  predictably  repay  the  loan  in  a reasonable 
period  of  time,  generally  within  five  years.  (Club  loans  policy  in 
USAREUR  is  published  in  USAREUR  Supplement  to  AR  230-60.) 

b.  This  five  year  repayment  period  has  limited  the  number  of  loans 
made  by  the  ACF.  Commanders  have  been  reluctant  to  request  a loan  knowing 
that  their  clubs  could  not  meet  a five  or  even  ten  year  repayment 
schedule.  Additionally,  when  installation  commanders  have  submitted 
requests  for  loans  and  after  thorough  analysis,  it  was  determined  that 
their  clubs  could  not  meet  a five  to  ten  year  repayment  schedule,  these 
loans  have  been  disapproved.  In  many  instances,  clubs  Army-wide  are  not 
being  managed  to  produce  net  income  consistent  with  their  potential.  As 
such,  they  are  failing  the  Army  club  system  to  the  extent  that  they  could 
be  doing  better  financially  and  are  not.  Clubs  could  be  providing 
improved  quality  of  goods,  services,  and  physical  plants  and  are  not. 

Clubs  with  loans  could  be  repaying  their  loans  sooner  thus  making  repaid 
loan  funds  available  for  loan  to  other  clubs  with  loan  requirements. 

c.  With  the  exception  of  a minor  contribution  from  clubs  in  the 
United  States  to  the  assessment  program,  the  loan  program  of  the  ACF  has 
no  additional  source  of  replenishment. 

d.  Changes  in  policy  for  loans  from  the  ACF  are  necessary  to  provide 
loan  repayment  at  an  accelerated  rate  as  clubs  increase  their  earnings  and 
funding  of  the  DA  Club  Facility  Improvement  and  Construction  Program. 
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4.  MACOM  Involvement.  Alternative  1 (Army  Club  Command)  and  Alternative 
II  (CMD,  TAGCEN  (Modified))  provide  for  a board  of  Directors  and  a Board 
of  Advisors  respectively  composed  of  representatives  from  MACOM's.  These 
boards  will  provide  direct  MACOM  involvement  in  the  review  and  establish- 
ment of  priorities  for  Army-wide  club  facility  from  the  ACF. 

3.  Procedures. 


a.  Initially,  CMD  will  provide  each  MACOM  within  the  United  States 
the  results  of  its  club  facility  improvement  requirements  survey.  All 
MACOM's  and  installations  would  be  advised  of  DA's  concern  for  upgrading 
club  facilities  and  measures  to  make  nonappropr iated  fund  loans  more 
accessible.  All  MACOM's  will  be  asked  to  evaluate  HQDA  proposed  criteria 
for  prioritization  of  Army-wide  club  projects  that  will  require  loan 
assistance.  Installations  would  be  required  to  submit  revised  5-year  club 
capital  expenditure  budgets  (CEB).  Clubs  in  USAREUR  will  submit  their 
CEB's  to  the  Europe  Region  Office,  CMD,  TAGCEN,  for  review  and  determin- 
ation of  club  project  loan  requirements  from  the  USAREUR  Club  Fund. 

Results  of  this  determination  will  be  furnished  to  HQ  USAREUR  for  estab- 
lishment of  USAREUR-wide  loan  priorities.  Priority  list  will  then  be 
forwarded  to  HQDA,  CMD,  TAGCEN.  Once  received  at  HQDA,  all  other  club 
budget  projections  would  be  analyzed,  and  projects  requiring  loans  from 
the  Army  Club  Fund  would  be  evaluated  against  criteria  established  based 
on  commander's  comments.  Based  on  this  evaluation,  a HQDA  priority  list 
of  Army-wide  club  projects  requiring  loan  assistance  from  ACF  would  be 
prepared  for  review  and  approval  by  the  Board  of  Advisors  or  Directors. 

The  list,  approved  by  the  board,  appended  by  the  USAREUR  priority  list, 
would  become  the  HQDA  Club  Improvement  and  Construction  Loan  Program 
Prioiity  List.  Subsequent  requests  wo  :ld  be  checked  against  the  priority 
Us  md  approved  by  TAG  and  DCSPER,  F ..AREUR,  respectively.  Loan 
requ'sts  for  projects  not  included  i the  list  would  be  referred  to  the  DA 
board  and  to  the  Pr  ”ER,  HQ  USAREU  , for  appropriate  review  and 
integration  into  r spective  priority  lists. 


b.  Und  ■-  .native  I,  the  Board  of  Directors  of  the  Army  Club 

Comma^  ; itute  a loan  review  board.  Under  Alternative  II,  the 

Board  *■  visjis  and  the  USAREUR  Club  Fund  Board  would  perform  the  same 
function.  in  both  cases,  the  beards  in  the  United  States  would  be  made  up 
of  r presentatives  of  the  major  Army  commands,  with  a DA  representative 
serving  as  chairperson.  The  Comptroller,  TAGCEN,  would  serve  as  a 
nonvoting  member.  The  board  would  meet  periodically  to  review  capital 
expenditure  budget  5-year  projections,  which  require  loans.  The  board 
would  determine  priorities  and  integrate  the  projects  into  the  DA  list. 


c.  The  procedures  and  channels  now  in  effect  for  club 
c ■ .truction  loan  approval  would  be  used.  Information  now 
be  .tugmented  as  determined  by  the  DA  board,  TAGCEN,  and  HQ 

Fund . 


improvement  and 
submitted  would 
USAREUR  Club 
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d.  Upon  receipt  at  CMD,  TAGCEN,  loan  requests  to  the  ACF  and  allied 
papers  would  be  staffed  and  evaluated  against  the  criteria  approved  by  the 
board. 


e.  Upon  completion  of  actions  by  the  DA  board,  the  request  would  be 
returned  to  TAGCEN  for  appropriate  funding  action,  placement  in  a priority 
file  for  action  as  funds  become  available,  or  in  the  case  of  disapproval, 
returned  through  command  channels  to  the  requesting  installation  with  an 
explanation  of  the  board's  action  and  further  instructions,  as 
appropriate. 

5.  Approval /Criteria.  A uniform  criteria  would  be  applied  to  all 
construction/ma jor  renovation  requests,  as  the  basis  for  determining  their 
merit.  The  criteria  should  include: 

a.  Average  monthly  expenditure  per  member/month. 

b.  Age  and  condition  of  the  present  facility. 

c.  Conformance  to  DOD  construction  criteria  for  space  authorization. 

d.  Installation  mission  and  number  of  troops  supported. 

e.  Number  of  club  members. 

f.  Current  and  projected  demographics  of  the  installation. 

g.  Description  of  the  civilian  community  and  its  recreational/food 
and  beverage  facilities,  within  a 25  mile  radius  of  the  installation. 

h.  Financial  condition  of  the  club,  with  key  management  indicators 
highlighted . 

i.  Financial  projection  and  loan  repayment  capability. 

j.  Evaluation  of  current  food,  beverage,  and  entertainment  programs. 

k.  Audit/assistance/inspec tion  compliance  records  over  the  past  three 
years. 

6.  Conclusion. 

A DA  facility  improvement  priority  list  is  needed  to  organize  and 
implement  an  Army-wide  upgrading  effort  in  the  future  environment  of 
limited  resources. 
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7.  Recommendations. 


a.  That  oversea  MACOM's  establish  priority  lists  for  renovation/con- 
struction of  club  facilities  within  their  jurisdiction. 

b.  That,  based  on  MACOM  priorities  and  club  capital  expenditure 
budgets,  a DA  club  construction  loan  priority  list  be  established. 
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Study  of  Civilianization  of  Selected  Combat  Service  Support  Functions 
Within  the  Army,  1IQPA,  1976.  ' ‘ 

Army  Club  Commercial  Entertainment  Survey,  DAAG -CM,  1976. 

Advisory  Report  for  Field  Commanders  - Club  Operations.  US AAA  Advisory 
Report : HQ  77-A1 , 19  Jan  77. 

Special  Inspection  of  Army  Clubs,  DAIG  Memorandum,  2 Feb  77. 

Army  Club  System  Management,  and  Administration  Study.  HQDA,  Director 
of  Management  (DOM),  14  April  1977. 

0MB/0SD  Report  of  Funding  Support  for  Morale.  Welfare  and  Recreation 
Activities  (Draft),  OASD (M&RA) . 2 Volumes.  "May  1977. 

Survey  of  Club  Use  of  Centralized  NAF  Procurement,  Facility  Design 
and  an  Analysis  of  Vending  Machine  Income  fRCS:  ACIOTI -7221 
DAAG-CMO,  May  1977.  

Urben,  Edward,  "Attitudinal  Survey  of  Army  Officer  Clubs,  Survey 
Program  No.  E53."  Purdue  U.  (1977) 
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Department  cl  Defense  Directives/Instructions 

DODD  1315.10.  Assignment  of  Military  Personnel  to  Morale,  Welfare 
and  Recreation  Activities,  April  6,  1972. 

DODD  1330.2,  Funding  of  Morale,  Welfare  and  Recreation  Facilities, 

January  19,  195".  ' 

1 

DODD  1330.9,  A.rmed  Services  Exchange  Regulations,  October  29,  1971. 

DODI  1330. IS,  Alcoholic  Beverage  Control,  May  4,  1964. 

DODD  1330.19-1M,  Personnel  Policy  Manual  for  Nonappropriated  Fund 
Instrumentalities,  September  6,  1974. 

DODI  7000.12,  Financial  Management  of  Nonappropriated  Funds  and 
Related  Appropriated  Resources,  July  17,  1974 . 

DODI  7600.6,  Audit  of  Nonappropriated  Funds  and  Related  Activities, 

January  4,  1974. 

OSD  Program  Decision  Memorandum  (PDM) , 16  August  1977.  (Relates  to 
conversions  of  military  to  civilian  position  authorizations.) 


Army  Regulations 

AR  10-5,  Organization  and  Functions,  Department  of  the  Army,  1 Apr  75. 

AR  10-10,  Class  I Installation  Organization,  22  May  1970. 

AR  10-20,  Civilian  Personnel  Administration,  17  May  1974. 

AR  10-41,  United  States  Army  Training  and  Doctrine  Command,  27  Jun  73. 

AR  20-1,  Inspector  General  Activities  and  Procedures,  25  Oct  74. 

AR  27-4,  Judge  Advocate  General  Service  Organizations,  ...Administration, 
19  Nov  W. 

AR  36-5,  Auditing  Service  in  the  Department  of  the  Army, 8 Nov  74. 

AR  60-10,  Exchange  Service  General  Policies,  21  Mar  73. 
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Army  Regulations  (Cont) 


AR  60-20,  Exchange  Service  Operating  Policies,  21  Mar  74. 

AR  60-21,  Exchange  Service  Personnel  Policies,  12  Nov  74. 

AR  60-31,  Exchange  Service  Equipment  and  Facilities,  1 Nov  74. 

AR  190-40,  Serious  Incident  Report,  21  Mar  77. 

AR  1S5-1,  Army  Criminal  Investigation  Program,  12  Aug  74. 

AR  195-2,  Criminal  Investigation  Activities,  23  Aug  74. 

AR  210-10,  Installations  - Administration,  30  Sep  68. 

AR  210-53,  Participation  by  Army,  Navy,  Marine  Corps  and  Air  Force 
Organizations  in  Nonappropriated  Funds,  S Jan  64. 

AR  210-55,  Financial  Support  for  Morale,  Welfare  and  Recreational 
Programs  and  Facilities,  5 Dec  73. 

AR  210-65,  Alcoholic  Beverages,  24  Jun  76. 

AR  230-1,  The  Nonappropriated  Fund  System,  2 Jan  75. 

AR  230-2,  Personnel  Policies  and  Procedures  - Nonappropriated  Funds, 
16  FeF757 

AR  230-6,  Amusement  Machines,  26  Jan  71. 

AR  230-7,  Auditing  Services  and  Audit  Compliance  for  Open  Messes..., 
27  Jun  72. 

AR  230-9,  Internal  Controls,  21  May  75. 

AR  230-16,  Risk  Management  Program  (RIMP),  29  Jun  76. 

AR  230-60,  The  Management  and  Administration  of  the  US  Army  Club 
System,  $0  Apr  7*5 . 

AR  230-65,  Nonappropriated  Funds  - Accounting  Procedures  for 
Revenue-Producing,  Sundry,  and  Welfare  funds,  15  Jun  73. 

AR  230-80,  International  Balance  of  Payments,  20  May  74. 
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Army  Regulations  (Cont) 

AR  310-49,  The  Arir.y  Authorization  Documents  System  (TAADS) , 10  Jun  75. 
AR  570-4,  Manpower  Management  17  Nov  75. 

AR  600-101,  Officer  Personnel  Management  System  Specialty  Proponency, 

IS  Apr  73T  : 

s 

AR  600-200,  Enlisted  Personnel  Management  System,  24  Mar  65. 

AR  611-1,  MOS  Development  5 Implementation,  11  Jul  74. 

■ 

AR  611-101,  Commissioned  Officer  Specialty  Classification  System, 

15  Nov  7T. 

AR  611-112,  Warrant  Officer  Military  Occupational  Specialties, 

3 Jun  6H  1 1 

AR  611-201,  Enlisted  Career  Management  Fields  and  Military  Occupational 
Sp ec ia 1 ties,  15  Dec  75.  ' " 

AR  614-100,  Assignments,  Details,  and  Transfers,  Officers,  21  Jar  69. 

AR  614-101,  Officer  and  Warrant  Officer  Reassignment  Policy,  30  Nov  71. 

AR  614-185,  Requisition  and  Assignment  Instructions  for  Officers, 

16  May  74 . 

AR  621-1,  Training  of  Military  Personnel  at  Civilian  Institutions, 

6 May ~1T. 

AR  614-200,  Enlisted  Personnel  Selection,  Training,  and  Assignment 
System  -Grades  E-l  through  E-9,  June  1970. 

AR  621-108,  Military  Personnel  Requirements  for  Graduate  Level 
Education,  2 Nov  73. 

AR  623-105,  Officer  Evaluation  Reporting  System,  11  Jun  76. 

DA  Circulars 

DA  Circular  230-23,  The  Army  Club  Management  Study  - 1975,  19  Nov  75. 
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DA  Pamphlets 

DA  PAM  27-154,  Procurement  Manual  for  Clubs  and  Construction  by 
Certain  Nonappropriated  Funds,  1 Jun  73. 

DA  PAM  570-551,  Staffing  Guide  for  US  Army  Garrisons,  21  Jan  72. 

DA  Technical  Bulletin 

TB  IG  1,  Inspection  Guide,  August  1975. 


DA  Letters 

HQDA  Letter  230-75-11,  Club  Management  Command  5 Control  Positions, 
26  Nov  75.  " 

HQDA  Letter  230-76-1,  Questionnaire  Profile  of  Army  Club  Managers, 
January  1976. 

HQDA  Letter  230-76-6,  FY  77  Budget  Preparation  for  Army  Clubs, 

10  May  76. 

Chief  of  Staff  Regulations 

CSR  10-5,  The  Army  Staff  (Draft),  undated. 

CSR  10-21,  Office  of  Deputy  Chief  of  Staff  for  Personnel,  27  Oct  71. 
CSR  10-30,  Office  of  The  Adjutant  General,  June  1974. 

Chief  of  Staff  Memorandums 

CSM  71-230-57,  Army  Club  Management  Training,  1971. 

CSM  77-5-6,  Army  Club  System  Management  and  Administration  Study, 

24  Feb  ITT 

CSM  77-5-31,  Implementation  of  Army  Club  System  Management  and 
Administration  Study  Recommendations,  24  Jun  77. 


Other 


DCSPER  Regulation  34C-5,  Staff  Relationship  with  The  Adjutant  General, 
17  Jun  76. 

CPR  950-1,  Career  Management  - Basic  Policies  and  Requirements  (Draft), 
April  TU7T. 

Army  Club  Management  Training  Course,  DAAG-CMD,  3 Volumes. 

Air  Force  Regulation  (AFR)  34-3,  Personnel  Services,  15  Feb  74. 


AFR  176-10,  Accounting  for  Nonappropriated  Funds,  15  Aug  75. 


■AFR  176-17,  Uniform  Accounting  Systems  for  Nonappropriated  Funds, 
24  Apr  7T. — — 

AFR  215-1,  Recreation  - Volume  II,  Open  Mess  Program,  23  Sep  74. 

Exchange  Service  Manual  20-1,  Training,  June  1975. 


Letters,  Memorandums,  Messages 

ASD(M5RA)  Memorandum,  4 May  70,  Package  Liquor  Sales  on  Military 
Installations. 

Decision  Memorandum,  DAAG,  Request  for  Approval  of  Army  Club 
Management  Study,  1975~  (To  Chief  of  Staff) 

Letter,  DAAG-CffT-CS,  26  Nov  75,  Club  Management  Command  and  Control 
TDA  Positions.  (RCS:  AG(OTj7l3) 

Letter,  DAAG,  9 Dec  75,  Memorandum  of  Understanding.  (To  USAMPC) 

Letter,  DAAG,  30  Jun  76,  Civilian  Club  Manager  Intern  Program. 

Information  Paper,  DALO-TST-C,  undated.  Central  Management  of  Army 
Commissaries  (CMAC),  w/ inclosed  Implementation  Flan  for  CMAC, 
10  Oct  75. 

Memorandum,  DAPE-ZA,  2 Nov  76,  Clarification  of  Responsibilities 
for  Welfare  and  Morale. 

Memorandum,  DAAG-ZA,  14  Jan  77,  Review  of  Officer  Requirements  and 
Authorizations  (w/club  management  position  paper). 
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Letters,  Memorandums , Messages  (Cont) 


Message,  MILPF.RCEN  031956Z  Mar  77  and  WACOM  responses.  Request  for 
Comments  on  Elimination  of  SC  43  and  Merger  with  SC~~fT. 

Letter,  DAPE-PBA,  8 Mar  77,  Use  of  Military  Manpower. 

Letter,  Vice  Chief  of  Staff,  21  Mar  77,  Senate  Appropriations 

Committee  Questions  on  Morale,  Welfare,  Recreation  Programs . 

Message,  DAPE-CP,  251936Z  Mar  77,  Presidential  Limitation  on  Civilian 
Hiring. 

TAC  Memorandum  for  Club  Management  Directorate,  28  Mar  77,  Army  Club 
Management  Study. 

DF,  DAAG-CMT-CS,  30  Mar  77,  Publication  of  Job  Classification  Standards 
for  GS  Army  Club  Managers  in  Series  1101  (w/14  Incl) . 

Memorandum,  DAPE-CP,  5 Apr  77,  Integration/Decentralization  of  NAF 
Functions  and  Manpower  (w/Cover  Sheet,  DAAG-TCP  to  TAG). 

Letter,  HQ  AAFES,  29  Apr  77,  AAFES  Assumption  of  Post/Base  Support 
Missions  Report  to  CSA. 

Letter,  HQ  AAFES,  2 May  77,  Army  Club  Management  Study. 

Information  Memorandum,  DAPE-ZA,  13  May  77,  DCSPER  "Snapshots". 

Message,  DAAG-TCP-MF,  191700Z  May  77,  Randolph- Sheppard  Act  Amendments 
of  1974.  “ 

DF,  CMT  2,  DAPE-CPR,  31  May  77,  Request  for  Assistance  - Research  and 
Development  of  a Career  Development  Program  for  Army  Club 
Managers"!  (w/incl , AAFES  EMP) . 

Letter,  DAPE-CPP,  20  Jun  77,  Development  of  Occupational  Standards 
(RCS:  CSGPA-958) (w/3  InclJ!  

DF,  DAAG-CPR-NAF,  28  Jun  77,  Overtime  for  "Exempt"  NAFI  Employees. 

0ASD(M$RA) (MPP)  Informal  Memo,  20  Jul  77,  Extracts  of  Proposed  DOD 
Response  to  GAO  Report  No.  LCD-76-233,  '’Unauthorized  and 
Questionable  Use  of  Appropriated  Funds  to  Pay  Transportation 
Costs  of  Nonappropriated  Fund  Activities!-" 
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Letters,  Memorandums,  Messages  (Cont) 

DF,  CMT  2,  DACA  25  Jul  77,  Legal  Opinion  on  Military  Pay  Reimbursement. 

Memorandums  for  Record,  CMZ-X,  undated,  Telecons,  1 Aug  77,  with  Major 
Hotel/Food  Service  Companies. 

Mt'morandiun  for  Record,  DAAG-CM7.-X,  1 Aug  77,  re  Roth-Young  employment 
Agency,  New  York,  Club  Manager  Recruiting. 

DF,  DAAG-CM,  9 Aug  77,  Publication  of  Job  Classification  Standards 
for  GS  Army  Club  Managers,  w/7  Incl. 


Visits  of  the  Study  Group 

HQ,  Army  and  Air  Force  Lxchange  Service,  Dallas,  TX,  12  - 14  Apr  77. 

US  Army  Troop  Support  Agency,  Fort  Lee,  VA  - 10  May  77. 

HQ,  Air  Force  Military  Personnel  Center,  Randolph  Air  Force  Base,  TX, 

27  - 30  Jun  77. 

National  Cash  Register,  Federal  Systems  Division,  Mr.  Joseph  A.  Myers,  Jr., 
7 Jun  77. 

Szabo  Food  Service,  Inc.,  Arlington,  VA,  8 Jun  77. 

Marriott  Corporation,  Washington,  D.  C.,  Mr.  Winthrop  Grice,  Vice 
President,  July  1977. 
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